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I  SUMMARY FINDINGS AND RECOMMENDATIONS

The Bicol River Basin Development Program (BRBDP) was last evaluated by &
Joint GOP/U.S. team in 1977. It was also evalusted in 1975. The following
report presents the findings of & follow-or 1379 evaluation by a joint Gor/
U.S. sponsored team conducted over a period of six weeks. The evaluation
team members reviewed project documents, visited the three-province Bicol
Program area including individual project sites, and drove down many of the
pew project roads. Trips vere made as far as the Irosin Velley in Sorsogon
in search of information and confirmation of concepts. The team intervieved
numerous participents and officiels in both Menila and the Bicol. This eva-
juastion differed from its predecessors by concentrating on the broader Bicol
River Bsgin Development Program now in its sixth yeer as well as the support-
ing USAID grant technical assistance project.

Summary Fipndings

The team assessment of the Joint Bicol Integrated Rural Development Project
(Bicol IRD), indicated that it has been successful ib providing selected U.S.
and Filipino technical consultants, participant training to the U.S. and other
Asian countries, and a moderate level of essential commodities (see Attachment
F). The emphesis is now shifting from project planning/packaging to technical. -
assistance in support of the implementation of the five on-going Bicol loan '
projects assisted by AID, agribusiness and rural industry promotion and proj-
ect monitoring and evaluation activities. Activities are also proposed to
facilitate spread effects from the Bicol Program to other IAD efforts in the
Philippines.

As detziled in the main body of the report and its attachments, after originally
attempting & comprehensive approach to regionel development, the operations of
the Bicol Program now focus on & package approach to development. In this
approach, critical developmenw bottlenecks in en area are identified, taking
into account the expressed needs of the local population together with some
knowledge of the available resources in the area. The identified bottlenecks
are used to pinpoint a complementary set of component projects. The team
found that this practice of packaging integrated component projects is funda-
mentally sound. It has been successful in attracting funding by external
sources (see Attachment E). It can be further strengthened in a number of
ways, and the team developed a number of recommendations which are presented
in tkis report.

The evaluation team found that decentralizatior of appropriate plenning,
coordination and policy-meking activity to the regional and sub-regional
jevels has been effective. When decentralization of the approrriate functions
has been employed, local government and popular participation in the planning
process is encouraged, Bicol Program Office staff are more productive, and
the problem-solving capability of the Bicol Program is enhanced. The reverse
is true under a more centralized process.

At the present stage of evolution of the Bicol Program, it would be premature
to recommend transfer of the entire concept to other regions or sub-regions.
Nevertheless, the potential for replicating the package planning and action
strategies is immediate. However to achieve that potential, it seems neces-
sary to fully operationalize the concept of decentralized plenning and imple-
mentation.



In sum, the overall picture of the Bicol Program test case i. Integrated Aree
Development is mixed. The evaluation two years ago sew reason for consider-
able optimism primarily on the basis of the Bicol River Basin Development
Prograr Office (BRBDPO) having effectively planred and coordinated a variety
of component projects. The promise of two years agc has not yet been achieved.
In the interim, changes in personnel and operational approach have tended to
mute the fuil BRBDPO coordinating and planning capacity. Iie~ projects re-
cently funded will place pressure on training less experienced BRBDPO staff,
and the momentum from yeoman efforts in earlier years may brirg yet more
projects to the Basin. The brief inspection of individual projects already
underway suggests second generation problems ahead that will need priority
attention. The very success in designing and funding projects seems to
divert attention away from other key developmen: problems vnich need to be
solved if the benefits, particularly from irrigation projects, are to be
achieved.

The evaluation team wishes the staff of the BRBDPO every possible success.
They are engaged in a very crucial program. The nation is looking to it for
guidance. It should not be elloved to be crushed on the rocks by its own
momentum.

Recommendations

The main body of the report and its attachments develop a number of
recommendations. These are presented here in summary form under the headings
of (A) program direction, (B) agribusiness promotion, () menagement,
research and training, and (D) organization, administration and staffing.

A. Program Direction

The focus on infrastructure develcpmzent was en appropriate choice for the
first generation of projects in the case of Bicol River Basin. In the first
stage, the key was to get the integrated rural development appare®us moving
and to achieve some initial successes and impacts. This is still true for
project areas outside the physical river basin. The evaluation teum feels
that for the second generation of projects the Focus should be somewhat
dj.fferept and perhaps slightly more narrow. In particular, the area of.
resource management, broadly understood, would appear to be & strong poten-
tigl comparative advantage for the Bicol Program. Management of river basin
resources includes hydroecology planning, agro-forestation, and water manage-
ment. The resource management concept should also be extended to include
coastal zone resource management and to the design and implementation of
cropping systems for smallholders in the non-irrigated areas (e.g., the devel-
opment and extension of & simple cover Crop for coconut areas). Specifically,
the team makes the following reccmmendations:

1. New component projects should be designed and existing plans reviewed
in accordance with the principle of providing projects with the least
disturbance to the physicel-social-economic environment in place. In
construction, this means investigating projects with lower capital-
intensity. In institutional design, this means building on the strength
of existing organizations and contractusl arrangements rather than re-
plecing them with fashionable, but unproven, systems imported from
Manila or other countries.
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2. Second generation projects in the Bicol Program area should include:

e. agro-forestation

b. coastal zone management

c. perennial cropping systems for smallholders
d. =annual mixed cropping systems

Pilot efforts should be continued or initiated now in these areas to provide
information and direction for future planning.

B. Agribusiness Promotion

In addition to BRBDPO resources, the Bicol IRD grant project provides re-
sources for BRBDPO, NEDA Regional Office, and concerned line agencies to
develop & collective regional agribusiness and rurel-based industry streategy
and action program to further stimulate & significant increase in private
sector investment. Regarding the on-going agribusiness and rurel industry
promotion effort, the eveluation team makes the following recommendations:

1. Preliminary Bicol Program investment promotion activities have been
largely concentrated on the preparation and promotion of pre-feasibllity
studies on agribusiness and/or agro-industrial projects. Considering
that & rational investor will somehow have to undertake an investi-
gation of the project using his own set of assumptions and policies,
we believe that this activity is largely unnecessary. Instead, generel
area profiles depicting the available and abundant resources and business
opportunites in the region may be prepared and widely disseminated. The
preparation of brochures as general investment guides for interested
investors now underway mey prove to be more useful.

2, In the area of egribusiness promotion, the efforts of the BRBDPO can
only complement the efforts of the private sector. With this in mind,
the agribusiness program should focus on areas vhere private invest-
ment may be inhibited because of difficulties in obtaining the neces-
sary information, designing and enforcing contracts, or coordinating
investment efforts across enterprises and investors.

3. Recently, the agribusiness staff of the BRBDPO was chosen to serve as
the technical secretariat to the Regional Council of Small and Medium
Industries (RCSMI). We believe tbat with the full support of the
BRBDPO, the RCSMI could effectively function as & strong coordinating
body for private investment promotion and acceleration in the region.

C. Management, Research and Training

Some of the project designs appeared to be affected by engineering and planner
bias. In particular, the Libmanan-Cabusao and Bula projects may have been
unnecessarily sophisticated. In the future, it may be advisable to more
thoroughly investigate cost-saving alternatives vwhich deliver most of the
benefits of the original design. Similarly, one should not overload projects
with excess institutional baggage. Rather, one should build on the strengths
of existing voluntary organizations and contractual arrangements.

- 3 -



The methods of deta colleciion, project selection and monitoring should be
streamlined so as to conform with the package approach. A comprehensive
survey of the current economic situestion is unnecessary, and studies which
fully isolate the impacts of projects are impossible. Instead, more intensive
data collection efforts are needed in the critical areas where Bicol Program
intends to concentrate its efforts. Thus, for example, if irrigation is to
be the focus, improved topological maps, hydrological information, and weather
statistics should be made aveilable. Similarly, the goals of project eva-
luation should be more modest. It is important to monitor the more narrow
objectives of the projects in terms of the actual operations end in terms of
direct%y related economic activity (e.g., cropping patterns, inputs and
yields).

Another potential comparetive adventage of the Bicol Program lies in research
and extension. In this context, applied research is needed not only to devel-
op appropriate production techniques, but to develop appropriate systems of
resource management and appropriate modification of existing institutional
structures. Extension is likewise understood to include the implementation of
similar management systems and institutional adjustments. An independent
center of research and extension activities should be built-up around the con-
sortium of agencies concerned with agriculturel research and the complex of
research facilities, under the auspices of PCARR, at CSAC and BPI experiment
station.l/ The proposed research group would be of additional utility at the
plenning and feasibility stages of project peckaging. The following specific
recommendations are developed in the text of the report:

1. Field trials should be continued in all IAD project areas by the line
agencies concerned under the general coordination of the Bicol Agriculture
and Resources Reseerch Consortium and BRBDPO. Such trials shiould be used
to establish the appropriate farm practices which ought to be adopted by
farmers given current technology. Further, this effort should be coor-
dinated with evaluetion activities, e.g., BAEcon data generation aend
BRBDPO Farm Records Project for feedback to, and action decisions by, the
Composite Management Groups (CMG's) and the Project Manegement Offices
(PMO's) of the respective IAD (component) projects. Much of the machinery
for this applied research is already in place. What is needed 1s the
capacity to analyze this data with updated econamic methods (incorporat-
ing stochastic weather variables and individualized shadow prices of labor
and credit).

2. Immediate analysis should be carried out by the appropriate agencies to
consolidate all available rice yield data from the region so as to estab-
1ish reliable statistics on:

a. irrigated dry and wet season yieldt
b. rainfed dry and wet season yields

These data should be anulyzed with respect to:

a. variability within agro-climatic areas in the Bicol
b. variability between years within agro-climatic areas

;[7 Philippine Council for Agricultural Resources and Research (PCARR);
Camarines Sur Agriculturel College (CSAC); and Bureau of Plant Industry
(BPI). All are located in the vicinity of BRBDPO.

-4 -






8. There should be a close examination of the land consolidation in
the Bula IAD Prcject with a view to assessing the merits end
demerits and the rationale of the entire approach. If land con-
solidetion appeers to place unnecessary burdens on many farmers,
then the system should be redesigned rather than continue a commit-
ment to a "pilot project.”

9. EBRBDPO participation in the Bicol Agriculture and Resources Research
Consortium (BARRC) should be considered a priority activity as part
o? research coordinastion and & monitoring requirement for BRBDPO
operations. Similarly, the BRBDPO should become intimately involved
with <he Soil and Water Management Research and Training Center.
This should serve as & means of directing research efforts into
problems encountered in project areas and in supplying & source of
research results to BRBDPO planning staff and BRBDPO project coor-
dinators. The BRBDPO should strongly support the involvement of
UPLB, IRRI, PCARR, BAEcon, NIA, FSDC, MIGCD and others in the Basin
research program- through the Soil end Water Management and Research
and Training Center.

D. Organization, Administration and Staffing

Based on extensive interviews, current operations of the BRBDPO appear to be
unsettled and currently lack sufficient decentralization. In order to de-
centralize the planning and implementation of projects, the BRBCC should be
re-established as the primary policy-msking body. Increased funding and
contracting esuthority for projects should be decentralized at the regionsal
level (to project directors). The latter can be accompliched by giving the
line agencies more autonomy and by relying more heavily on provincial and
municipel offices as implementing bodies. Linkage to the ministerial levels
to solve operational problems should be strengthened.

The evaluation team also feels that rehbuilding the planning staff of the
BRBDPO should be a priority activity. This restaffing should be carried
out with a view to assembling the pariicular expertise required for the
jdentified comparative advantage of the Bicol Program. Specific recommenda-
tions in the report include the following:

1. A permanent program director should carefully be selected and appointed
following the guidelines of Presidential Decree 926.

2. Appropriate authority should be redelegated to deputy directors and
decentralized within the Program Office itself, so that Bicol Program
activities can be raised to the increased level of activity required
by the increasing demands of accelerated project development, coor-
dinated implementation, and monitoring/evaluaticm.

3. The role of the BRBCC as a coordinating and policy-making body should
be fully restored. As the functions of the BRBCC are restricted, there
is in turn less reason for the existence of a BRBD?O.

4. Restaffing should be carried out with a view to assembling the particular
expertise that will be required for planning projects such as agro-
forestation and mixed fishing/farmdng (as discussed above) which are
within the identified comparative advantage of Bicol Progran.
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10.

ll.

12.

13.

Full staffing of the planning section of the BRBDPO must proceed

on a priority basis. A high level of capebility is essential for
planning second generation projects and for techrically supervising
and assessing the increased level of contractor documents and per-
formance.

The BRBDPO should sponsor and coordinate seminaer/workshops for BRBDPO
professional staff and for~the personnel of cooperating agencies to
update them on latest research findings and other developments relevant
to their planning, coordinetion, monitoring and evaluating functions.
Such interagency meetings would provide a mechanism for discussion

of project ideas and plans.

The BRBDPO should give ell staff members the opportunity to visit and
possibly work at project sites to gain first hand familiarity with
operations.

A epecial depcsitory for important Bicol Program documents be created

to comrpiement existing libraery facilities. Particular attention should
be given to such things es maps and plans. Current maps should be made
available to all participating sgencies on a cost basis. A special index
of ell materials should be produced by the BRBDPO for public accees.

The BRBDPO end national line agencies (with USAID assistance for other
Asian countries and U.S. when appropriate) should invest in the training
and general upgrading of line agency technical staff capabilities in
agriculture and water resources development and related areas, because,
in the ultimate analysis, project implementation anf farmer support are
their responsibility. '

Although active and quite effective to date, BRBDPO publicity efforts .
should be carefully designed and monitored to insure accuracy. Mis-
understanding and unduly elevated expectations only add confusion and
frustration. An updated, accurate, rhetoric-free framework plan captur-
ing the essence of the Bicol Program would be an appropriate public
information document.

A professional technical level document should be prepared and published
on the Bicol Progrem and the component projects for distribution to
Philippine institutions and professionals as well as international pro-
fessionals involved in integrated area development.

In collaboration with NACIAD and NEDA technical staff, the BRBDP monitor-
ing and coordination system for implementing projects should conslder
installing on an as-needed basis, a formal "special actionm report"
system as backup documentation for the informal action reporting sys-
tem, through both the lead-line agency MIS and through the Bicol Program
vertical MIS. Additionslly, the BRBDPO should consider implementing
monthly summary progress reporting to the PAC, BRBCC, NACIAD and funding
agencies. The exception reports should summirize the "Special Action
Reports." The more deteiled project status reports currently produced
would be submitted quarterly or semi-annually.

It 15 suggested that a Management Committee be established under NACIAD,
composed of the deputy or assistant rinisters or assistant secretarles
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of member agencies and the directors of ell on-going major Integrated
Area Development (IAD) programs/projects. It would likely be chaired
by the chief operating officer of the ccuncil.

II EARLIER DEVELOPMENT EFFORTS IN THE BICOL REGION

Prior to the 1973 formation of the national ministerial level Bicol River
Basin Council (BRBC) and the Bicol River Basin Development Program (BRBDP),
there were some significant development efforts in the Bicol Region.

In 1959, confronted with tne problem of credit collection, Jose C. Morano,
then Regional Accountant of the Agricultural Credit Administration, devel-
oped a concept of compact farms and tried to concretize those in Borong-
borongan, Minalabac (Camarines Sur). The project, because of some diffi-
culties, did not materialize. However, much later, Morano, who had now re-
inforced the compact ferm concept with inspiration from the Israeli moshav-
type of farm cooperative, reintroduced his ideas in an irrigated area in
Inginan, Minalabac. This compact farm gave stress to production-marketing
linkages.

That same year (1959), the Nueva Caceres Archdiocesen Secretariat for Social
Action (ASSA) headed by Msgr. Jose T. Sanchez held a Congress at the Ateneo
de laga, to generate self-reliance among the parochial populations by lessen=-
ing the farmer's stifling overdependence on the government for social uplift-
ment. The Secretariat with the technical help of local bankers and business-
men evolved the concept of joint liability for production credit in compact
farm units.

In July 1965, tbe Bicol Planning and Development Board (BPDB) was created by
the President of the Republic under Executive Order 159. This was sub-
sequently followed by Republic Act No. 4690 (C.1956) establishing the Bicol
Development Company (BIDECO) vhich aimed to "promote the balanced and acce-
Terated growth of the Bicol Region within the context of nationel plans and
policies for social and economic development through the leadership, guldance
and support of the government." The BIDECO appears to have almost petered
out of existence without any sign of accomplishment, while the BPDB among
other things, was able to conduct a survey of the resources of the Bicol
Region as a foundation for the preparation of a regional development plan.
Many of the plans and some of the personnel of the BPDB were absorbed by the
BRBDPO and by the reglonal office of NEDA.

In early 1970, the Archdiocesan Secretariat for Social Action collaborated with
Morano in developing compact farms in Inginan partly following the concept
which involves grouping adjacent neighbors together and making them jointly
liable for their production loans. About ten groups were initielly formed.

In October 1970, Typhoon Sining swept over the Bicol Region causing massive
destruction to both life and property. Modest developments in compact farm-
ing in Inginan were overturned.

In light of this calamity, concerned citizens in Camarines Sur, banded
together under the leadership of the Archbishop, carried out rehabilitation
work by means of the Food for Work Program with the Catholic Relief Services.
Compact farms were also formed in Buhi, Naga, Bula, Pili, and Goa in
Camarines Sur Province with the iural banking institutions giving massive
capital support, an event unprecedented in the country's banking history.
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Meanwhile, Bicol leaders set a series of conferences in Naga with represen-
tatives from the National Economic Council (now the National Economic and
Developmept Authority), the Zngineering Corps of the Armed Forces of the
Philippines, and the United States Agency for International Develomment to
solicit support for compact farm projects. Subsequently, in a meeting con-
ducted in Manila, Secretary of Agriculture Arturo R. Tanco, Jr. and then
Public Works Secretary David M. Consunji gave assurances of government sup-
port. An Interagency Bicol River Basin Team headed by Dr. Ramon Nasol,
Dean of the Center for Regionzl Studies at University of the Philippines in
Los Banos, was formed to study the problems of Bicol and submit eppropriate
recommendations. USAID assistance was led by Douglas Tinsler with the sup-
port of Frank Sheppard, USAID/Ag end Director Thomas Niblock. By September
1972 the study, Report on the Province of Camarines Sur and Lower Bicol River
Basin, popularly known as the Green Book, was submitted. This study was
further refined by the GOP and presented by Secretary Tanco before the Con-
sultative Group in Paris in Octove~ 1972. USAID signified interest in
funding Bicol grant techoical suppo:t and capital loan projects adopting
the Integrated Area Development (IAD) approach to rural development.

An expanded study was drawn up in February 1973 by fifty technical personnel
representing fifteen national and Bicol Region ogenciles and a private con-
sulting firm. This study was supported by USAID. The output, Bicol River
Basin Development Program, Framework Plan, was to be vopularly known as the
"Blue Book.

III TEE BRBDP DEVELOPMENT MODEL - ITS ORGANIZATIONAL EVOLUTION AND LESSONS

Given the nature of the organization of the various offices of government,
the following constraints and problems to effective development administra-
tion had been identified by 1973:

1. the difficulty encountered by line agencies in plaenning and implement-
ing projects aimed to spur development which is multi-dimensional in
concept within a defined action area and area of influence;

2. the difficulty encountered by a line agency involved in a project where
the synchronized inputs from other line agencies are necessary for the
completion of the total project package; and

3. the lack of local perceptions and area specific data (e.g., agro-
climatic, hydrological, etc.) used for problem definition and iden-
tification that could eventually influence project development.

In response to these cantraints end problems, the primarily national level
Bicol River Basin Council (BRBC) was created under Executive Order 4l2. Its
main role was to provide coordinated leadership and rational direction to
the developmental undertakings within the Bicol River Basin by supporting
plans and feasibility studies for domestic and foreign financing. The Bicol
River Basin Council (BRBC) constituted a Board of Directors with eight (8)
members. The Secretary of Public Works, Transportation and Communication
(David M. Consunji) was Chairmen with the following members: Director
General, NEDA; Secretary, DOA; Secretary, DLGCD; Secretary, DAR; Secretary,
DNR; Governor, Camarines Sur; and Executive Director, BRBC-Program Office.
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A Program Office was constituted with an kxecutive Director, a Deputy
Director-Phvsical Infrastructure Depertment (PID), a Deputy Director-Plans

and Program Department (PPD), Deputy Director-Social Infrastructurec Department
(sID), and a Deputy Director-Administrative and Tinance Department (AFD).

The BRBC was not able to effectively overcome the constraints because of
(1) a heavily centralized planning and decision-making process, (2) lack of
technical personnel, and (3) budgetary constraints.

1. Centralized Planning and Decision-making Process

Despite the formation of a field office (Program Office), the power and
‘authority to negotiate and pay technical contracts, hire and organize
staff, and meke fund releases were vested in (1) the Progrem Chairman,
(2) the technical staff in the Office of the BRBC Chairman, and (3) the
the Operations Coordinator. As a result of the more centralized nature
of management end planning (albeit effective up to a point) and due to
"..e lack of an approved functionsl delineation between the office of the
chairman end the Program Office for the operation of the program, much
friction ensued between the decentralized Program Office and the Office
of the BRBC Chairman.

2. Lack of Technical Personnel

The Bicol Program Office bad to draw key personnel from the regicnal
offices of the Department (now Ministry) of Agrairan Reform, the National
Irrigetion Administration and the University of Nueva Caceres. There
were people recruited from the respective service-connected agencies.

The three deputies, SID, PID, end AFD, were concurrently Regional
Directors for DAR and NIA and the Chief Accountant of NEDA. The unsatis-
factory personnel situation hed been partly caused by the centralized
structure whereby decisions on recruitment was a Manila Office preroga-
tive. On the other hand, many competent, short-term people were assigned
to assist the Bicol Program in the early years. Many continued with the
program which constituted a competent core group.

3. Budgetary Constraints

Difficulties in budget releases were rampant. NEDA releases and line
agency commitments were coursed through NEDA. Delays in the release of
BRBC's budget affected operations and caused major delays of many acti-
vities. Budget releases for planning and design activities were the
major constraint being experienced by the BRBC organization.

Despite the constraints, the BRBC continued the task of institution building.
The noteble contribution of BRBC was the formation of a Management Council,
composed of the regional directors of concerned line agencies operating in
the area, and the Private Advisory Council, representing the private sector.
Moreover, moves towards the coordination of sectoral activities were started.
Much of the BRBC's activities focused on the genmeration of field data to be
used for planning and project development. The Social Survey and Research
Unit headed by the late Frank Lynch, S.J. (IPC-Ateneo de Manila) was con--
tracted with GOP and USAID funds to genevate planning data for the Program
Office. Two major feasibility studies (Bicol Roads and the Libmanan-Cabusao
Projects) were also completed.’
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The aforementioned problems were recognized by the Government, and on

ppril 26, 1976, Presidential Decree 926 abolished the BRBC and created the
Bicol River Basin Development Program (BRBDP). This decree spelled out
specific guidelines which enhanced e move towards real decentralization.
First, a line budget wes established with the Budget Commission solely for
BRBDP operations. Second, the IAD epproach to rural development was adopted.
Third, a clear policy was spelled out for manasgement and planning of the
Besin area: it was to be comprehensive, decentralized and framed within
regional and national plans.

The decree likewise creeted the Bicol River Basin Development Program Office
(BRBDPO) to be under the supervision of the Cabinet Coordinating Committee-
Integrated Rural Development Projects (ccc-1IRDP) through a Cabinet Coordinator
(Department, now Ministry of Public Works). It also specified that the BRBDPO
was t0 be located in Camarines Sur Province. A Manila liaison office under
the program office was also created for the purpose of soliciting support and
facilitating coordination with the various national line agencies located in
Manila.

At the program area level, the decree also created the Bicol River Basin
Coordinating Committee (BRBCC) to serve as the policy-making and coordinat-
ing body. The BRBCC is chaired by the Program Director of BRBDPO with the
NEDA Regional Executive Director &s Vice-Chairman. Members of the council
include the Governors of Albay, Camarines Sur and Sorsogon (the latter added
under FD 1553, issued June 11, 1978) and the Regional Directors (or their duly
appointed representatives) of the various line agencies operating in the pro-
gram area. According to several officials interviewed, the BRBCC, until
recently, was highly active and interactive in coordinating the various acti-
vities of different line agencies in project aress where line agencies are
required to implement their respective project compcments.

The organizational structure of the BRBDPO includes planning and monitoring
and coordinating departments. A mechanism for citizen participation in proj-
ect identification, development, review and policy was developed through the
Area Development Teams (ADT's) and Area Development Councils (ADC's) at the
project level and the BRBCC and Private Advisory Council (PAC) at the program
area level.

These elements of the Bicol program structure seem to have been working well.
Difficulties encountered at the project level were being resolved. The BRBCC
members felt they were actively involved in the development process. There
was considerable momentum within the Bicol Program Office. The staff and its
leadership had been given the responsibility for directing the development
process in the Bicol area and they were responding with enthusiasm and com-
mitment. Output accomplishments in data generationm, feasibility studies and
the first four capital projects were a reflection of this atmosphere.

The causes for what seemed to have been & viable IAD organization were the

(1) decentralized structure for decision-making, coordination and problem-
solving, (2) purposeful and compettnt leadership environment that then .
existed in the BRBDPO, (3) support the Program Office enjoyed from the Cabinet
Coordinator with minimal, advence ajproval from above in terms of management
decisions, (4) popular support that (1) and (2) were mble to generate, and

(5) foreign and local funding for the feasible projects that were designed.
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More recently, tbe BRBDP organjzetion has agein been urdergoing changes.
Tne creation of the Office of the Cabinet Coordinator znd the resnuffling
of the Program Office has had the perhaps unintended effect of what eppears
to be a move toward recentralization. Decision-meking authority now seems
+o emanate more from Menila according to the perception of many persons inp-
volved in the Bicol. The mission of the BRBCC has been reportedly changed
from that of coordination and policy-making to that of an edvisory body.

It is likely thet the proposed realignment will affect the capebility of
the BRBDPO to operate in e decentralized menner.

It is the assessment of the evalustion team that the Program Office has
reached a criticel low in terms cf senior technical steff capability although
there are knowledgeeble younger staff that carn De developed. It has become
apparent to the team that the Program Director plays & highly critical role
in coordinating, integrating and soliciting the cooperation of various line
agencies and local groups. le must have & good managerisl grasp to build
around him a group of competent deputies and section leaders who function
with delegated authority.

The operationalization of an IAD organization is a complex task requiring
technically competent group of leaders who must exercise sound political
judgement in dealing with the directives of Philippine government bureau-

cracy at the national, regionel and local levels. Organizing for IAD operation

1ikewise requires a good technical end legal grasp of the IAD concept and
the corresponding abilities to inverpret and apply the IAD concept given the
parameters of socio-cultural, economic and political realitiee existing in
the area, as well as the techno-political relationships operating among
and within government agencies.

Ultimately, the effectiveness of the Bicol Program Office will have to be
judged on how and to whet extent the program has zn impact on the lives of
the intended beneficiaries, not on the number of funded projects. The cost
end number are only relative input and output indicators of the investment
process. Tne Program Office was cet up as & means, not as an end in itself.

Based on these consideravions, the evaluation team recommends:

1. Thet a permanent program director be carefully selected end appointed
following the guidelines of Presidential Decree 926.

2. That appropriate authority be redelegated to deputy directors and
decentralized witnin the Program Office itself, soO that Program
Office activities can be raised to the increased level of activity
required by the increesing demands of accelerated project development,
coordinated implementation, and monitoring/evaluation.

Decentralization of Authority in the Bicol IAD Area

The pivotel question on decentralization focuses on the exercise of central
authority in Manila and field authority in the Bicol. Operationally, this

requires a determination on what functions are most effectively carried out
in the Bicol and Manila offices. "Brrective” here refers to accomplishing

most expeditiously those tasks necessary to achieve the overall develorment
goals of the Bicol River Basin Development Program.
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One of the policies formulated for the BRBDP under Presidential Decree 926
was the use of the BRBCC (see page 12) as & mechanism for regional line
agency involvement end popular pariicipation (through the provincial gover-
nors) in the projects and programs of the Bicol Program. Monthly meetings
of the BRBCC served several purposes: (1) BRBCC members could be kept
informed of programs and projects; (2) +he BRBCC could receive reports of
difficulties in project implementation and search for regiomal solutions
which may in fact require cooperation between BRBCC members; (3) the BRBCC
could act to assist ir forming BRBDP policy; and (4) the BRBCC members could
comment on project proposals and plans and comment on the roles assigned to
them before the projects were submittied to higher authority.

This last activity, which gave the BRBCC a role in the planning process,
seemed to be & very important one. It served to develop a sense of project
commitment by the line agency directors, and it gave the provincial governors
opportunity to speak for the people they were representing. This activity
diagrammed below shows the progress of the project proposal outlined by
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solid arrows. Recently, there hns been a modification in the process.
Project propot:ls are not necessarily passed through the BRBCC but rather
BRBCC members are informed after the fact that the project has been sent
ahead. This is indicated by the broken line in the diagram.

It is quite predictable thst limiting the role of the BRBCC in the planning
process would mean a loss of agency commitment, cooperation ard integration
and a reduction in repsesentative participation.

We therefore recormmend that the role of the BRBCC as a coordinating and
policy-making body be fully restorzd. As the fuactions of the BRBCC are
restricted, there is in tuir. leos reason for the existence of a BRBDPO.

Another menifestation of recentralization of decision-making authority has
been the recently restricted authority of the program director in matters
concerning personnel appointment and in dealing with linc agencies above
the regional level as part of a problem-solving and BRBDP-project=
promoting role. These are important in assessing the overall effectiveness

of the BRBDP concept.
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IV THE BRBDP PRCJEZCT PROCESS

The process of project identification in the greater Bi.ol River Basin
Develcpment Program area has been changing. Two of the first three Bicol
projects were initially identified by line agencies prior to the formation
of the BRBDP. The third was identifief by a Bicol Program interagency task
group chaired by the concerned line agency. The availability of these pro-
posals enabled tne BRBDPO and interagency staff to move rapidly into project
design and packaging.

Beginning in 1975, project selection for the Bicol Program and local govern-
ment units became more structured. Municipelities in the Bicol Progrem tar-
get area began developing socio-economic profiles. Thé enumerators for these
surveys came from provincial and municipal gcvernments and line agencies.
They were trained by BRBDPO staff. They essentially provided benchmerk and
planning data. .

The socio-ecconomic profiles were used along with other documents by the
BRBDPO planning staff for developing a framework plan for each component IAD.
The framework plan included a general statement of goals (e.g.. increased
rice production) and instruments (e.g., citing “he aced for flood control,
roads, markets, irrigation, ~t2.) without specliying the exact location and
specific hectarages involved.

The framework plans were sent back to the interagency Area Development Teams
(ADT's) at the municipal levels who were then to make the objectives more
specific (e.g., increase per hectare production fram 40 to 80 cavans).
Specific projects were singled out which were compatible with the framework
plen. For example, a possible irrigetion project would be identified includ-
ing the source of water and the rough estimate of the communal area. In
this way, the comprehensive plan would comprise a shopping list of possible
projects for the Bicol Program and other government programs. Provincial
and municipel inputs along with line agency proposals became part of the
plans.

The next step was to send the comprehensive plan back to the planning group

of the BRBDPO. The planning group would develop a preliminary package of
related projects in an IAD. Once the major preliminary project was identified,
feasibility studies of the individual components were undertaken. On the
basis of the feasibility studies, the package would be devised and proposed
for funding. (For the first 5 projects including the component sectoral proj-
ects, USAID loans funded approximately half of the initial project cost esti-
mates, including a substantial portion of local currency costs as well as
direct foreign exchange costs. For details, see Attachment E.) Once the proj-
ect was approved and all pre-conditions met, a detailed A&E survey and engineer-
- ing design would be undertaken for the construction components, and a Project
Management Office headed by an appointee from the lead implementing agency,
would be established.

A. Project Packaging

The packaging of capital projects described above grew out of early planning
which tended to be broad and comprehensive. Neither the resources of the
Bicol Program nor available funding was sufficient to address all of the
possible development activities identified. Besides, line agency programs
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snd municipel and provincial development efforts were proceeding simulta-
neously with those of the Bicol Program. The present system of articulating
a set of related activities in an ares, packaging them into a single pro-
posal and coordinating implementation activities has been successful in that
projects nave been funded and are underwey and others are proceeding to the
stage where domors can be engaged.

The projects packaged and funded so far are capital construction infra-
structure development, principally roads and irrigation with some ipnstitu-
tional development. The Bicol Integrated LKealth, Nutrition and Population
Project consists primarily of developing an institution with the capacity
to deliver heslth services to the rural areas. In a similer way, an "agro-
industrial development IAD" on the Albay cosst, in addition to agricultural
development aims at mobilizing aveilable institutional capebility to promote
agro-industrial activity.

The evaluation team recognizes the success of this project packaging system
which includes (1) project identification, (2) project development through
feasibility analysis, (3) project promotion for funding, and (L) project
exerution, including construction end implementation. 1t attributes this
success to the capacity of the BRBDPO to (1) assemble a team of competent
professionals for planning, (2) devise an integrating and coordinating system
which includes involving line agency directors and local leaders in both
planning and policy roles, (3) identify the need for coordinating project sup-
port activities (such as research relevant to project objectives and meteoro-
logical and hydrological networks to provide more reliable information for
project planning), and (4) exhibit a willingness to revise the system in the
face of difficulties encountered in meeting objectives. The importance of
(4) in ach. eving past success and meeting the ineviteble difficulties now
apparent and yet to be revealed cennot be over-emphasized.

B. Project Conceptualization: Past

There are sufficient physical infrastructure projects currently underway

(see Attachment E, Table 1) and a pause migit well be made to reconsider
project emphasis and scale. An exception miiht be the major irrigation and
rural roads systems outside the physical river basin area. These comments

are made in full recognition that large external funding sources such as IBRD
and ADB by their funding policies tend to create a bias to large-scale capital
intensive projects. Some of these same projects might be better sub-divided
as Bicol component projects with separate but coordinated sub-project manage-
ment offices.

In the opinion of the evaluation team, the existing approach may well cepture
both epgineering and planning bias. "Engineering bias" refers to the ten-
dency to focus on large-scale construction. It is conceivable, for example,
that = major irrigation system project could be approved in the absence of
ever & p.,ima facie investigation of & lower cost (albeit less coverage) irri-
gation' scheme such as the financing of small private irrigation facilities
using shallow wells and pumps. Presumably, project analysis during the design
and packaging stage lays out the alternatives.

There is a continuous need in plenning to consider lower cost and simpler
alternatives. If this is not done, particularly when coupled vith
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enthusiastic estimaces of yield benefits due to lrrigation, there may be a
bias toward capital intensive, design intensive and construction intensive
projects.

"Planning bias" refers to the tendency for planners to utilize the latest
development schemes. Institutional design based on the principle of
voluntary contracting and the minimum arocunt of imposed collection (e.g.,
for irrigation associations) may be more ccnsistent with the expressed
farm and irrigation association organizational models.

In view of these possibilities, the evaluastion team recommends that new
component projects be designed and existing plens reviewed in accordance
with the principle of providing projects with the least disturbance to the
physical-sociesl-economic environment in place. In constructionm, this means
investigating projects with lower capital-intensity. In institutional
design, this means building on the strengths of existing orgenizations and
contractual arrangements rather than replacing them with the latest, but
unproven, systems imported from Manila or other countries.

C. Project Conceptuelization: Second Generation Projects

The infrastructure and institutional development projects have been almost
totally located in the rice growing regions of the Bicol which are heavily
populated and are sbown to have more immediate growth potential.

This evalustion team highly endorses the recommendation of the 1977 Bicol
evaluation team on the development of upland areas. The initiation of the
Buhi agro-forestation/watershed pilot project (funded by the Bicol IRD
grant project) is a well-measured response. The progress of the pilot proj-
ect to date is truly encouraging because it is attempting to (1) identify
the appropriate questions with regard to agro-forestation and (2) establish
e framevork for guiding subsequent component project development end imple-
mentation. It is the expectation of the eveluation team that the framework
which will eventually evolve ill include the integration of a number of
activities typically assigned to different line agencies. Thus, the inte-
grated planning approach end coordinating function which have been the trade-
mark of the Bicol Program will be potentially invaluable in peckaging agro-
forestation develoyment projects, e.g., the Rinconada-Buhl IAD II1 project
is programmed, to add an agro-forestation loan component in 1980.

There are three other program areas which the evaluation team suggests

might be investigated and included in future packages. These are (1) coastal
zone management, (2) alternative annual crop systems, and (3) smallholder
perennisl crop systems. These three project possibilities are considered
below.

1. Coastal Zone Management

As elsewhere in the coastvsl regions of the world, the land/ocean boundary
area of greater Bicol constitutes & unigue resource management zone.

The area is typicelly the breeding ground for ocean fish and crustacean.
Land-based sctivities can substantially impect on and destroy these
breeding areas. Also, the economy of the coastal zone is typically

made up of inter-comnnected land and water-based activities. In eddition,
the common property neture (i.e., unrestricted access to the ocean
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resource) presents unique resource management issues..

In the opinion of the evaluation team, the most appropriate approach
for achieving overall IAD income and distribution goals in the coastal
region 1s to recognize that the basic issue is rural development in
the coastal region and to develop programs based upon the realizetion
that all resources, both land and water, must be considered in project
packages.

Fishing is an important economic activity in the coastal zone of the
three-province Bicol Program area. This has been recognized by Bicol
planners. There have been a number of initial proposals for fisheries
development. These proposals will necessarily need to recognize

(1) thet the set of activities which must be addressed for an artisan
fishing community is no less than that for an agricultural community
and (2) that a rural community may combine both fishing and agriculture
with the complicating issue of the common property ocean resource. A
component of the proposed (AID-assisted) artisan fisheries project,
if approved, should be targeted for the Bicol since it attempts to
address these issues.

This argues once again for an integrated package approach to coastal
development of the type which has become the trademark of the Bicol
Program approach. Also, a recognition of the uniqueness of the coastal
zone resource area calls for creating a special planning expertise
within the BRBDPO. The common property resource use issues are suffi-
ciently complex to suggest that individuals with expertise in fisheries
economics would be valuable in developing such programs. But it must
be strongly emphasized that any coastal zone management objective must
recognize that fishing is only one of a multiple set of activities in
the coastel zones end that there are important interactions between
land and water systems and resource use.

Alternative Annuasl Crop Systems

There are approximately 116,000 hectares of rice land in two of the

three Bicol Program provinces, Camarines Sur and Albay. The net addi-
tion to multiple-cropped irrigated acreage after the completion of all
projects funded and/or under construction is estimated to be approxi-
mately 21,000 hectares. Most of the rice land of the 3-province Bicol
Program area will be unaffected by the irrigation projects although some
other areas may benefit from flood control, additional irrigation water,
reduced salt water intrusion in the lower basin and emphasis on water
menagement. Any potential for output growth in the pon-irrigated rainfed
areas of the Bicol has not been developed especially with regard to alter-
native crops. Alternetive and complementary cropping systems for and with
rice have been investigated by various research agencies in the Philippines.
Attention to identifying and planning this type of crop management hae
been a very minor part of current Bicol Program deveiopment activities.
The evaluation team recommends that attention be given to supporting line
agency efforts at further exploring these possibilities.

The recommendation also has implications for planning staff development
in the BRBDPO similar to those spelled out in our discussion of agro-
forestation. In addition, it points to the need to maintain a high
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level of technical experience within the BRBDPO, possibly a -~ombination
of core end detailed steff in the agriculturel sciences incluling
agricultural economics. Of very particular importance, the evalustion
team calls attention to its concern for water menagement at the farm
level as discussed below. Alternative cropping systems to rice and
with rice will necessarily require understanding of the control of
vater both in dreinege and irrigetion and as a component of land
preparation.

3. Sm2ll-Holder Ferennial Crop Management System

The BRBDPO has had little direct involvement with the perennial crovping
areas of the Bicol. Approximately 34% of the total combined area of the
provinces of Albay and Camarines Sur is planted to coconuts. The per-
centage may be greater in Sorsogon. The team was not able to obtein in-
formation on total employment or lend holding patterns in the area.
There are general impressions and opinions, but no hard data was pro-
vided on the status of the Bicol coconut industry. The evaluatior team
recognizes that there are national programs directed at coconut industry
development in the Philippines. In addition, the team is of the view
that the votentizal for developing crop management systems for coconut
small-holders (up to 10 hectares), e.g., intercropping, cover-cropping,
and livestock fettening, should also be considered. Once again, an
integrated planning and project packaging would be required, including
planning staff requirements.

L, Non-Agricultural-Based Projects

Early resource assessment, along with more recent reports, indicate
extensive minersl resources in the aree (both metallic and non-metallic).
These resources might well be the ultimate basis of substantial income
growth in the region.

In summary, the team recommends that second generation projects in the Basin
include:

. agro-forestation

. coastal zone manasgement

. perennial cropping svstems for small-holders
. eannual mixed cropring systems

Fw -

Pilot efforts should bpe continued as initiated now in these areas to provide
information and direction for future planning.
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V  INDIVIDUAL PROJECT CONSIDERATIONS

The eveluation team examined all on-going component projects by referring
to consultant eveluation report, veriodic project reports and docments,
and on-site visits. The following discussion reflects the concerns of the
team which, in most cases, could be generalized across similar types of
projects.,

A. Integrated Rice/Irrigation

The documents for those projects which include an irrigation component have
calculated cost/benefit ratios based on expected yields on the net irri-
gated acreage after the completion of construction. Yield benefits are pro-
Jjected to grow from a lower level in the first year up to maximum in five
Years and then continue over the life of the project.

Total benefits to the projects will depend, among other things, on the yield
increase actually achieved by the farmers and on the total acreage actually
irrigated by the systems. Obviously, actual benefits will be less than
projected benefits if either yield or irrigated acreage assumptions are over-
estimated.

In the opinion of the evaluation team, it is important to indicate the source
of growth of the project benefit streams as clearly as possible. It is
important for both farmer and project persomnel alike to understand whet has
to be accomplished to realize benefits from the project. Also, if an irri-
gation fee schedule is based on unrealistic benefit streams, considerable
costs and difficulties will be imposed on the collection system and/or the
adoption of the recommended ferm practices will be greatly slowed.

As an example, substantial yield increases estimated in ome project (Bula
IAD II) are based on the assumption that the project irrigetion system will
be dramatically more effective than the owner-operated shallow pump system
it will replace in a portion of the area. The data to support this should
be reviewed. Yield increases on this acreage will much more likely have to
come from changing cultural management and fertilizer practices. This makes
it more critical to investigate what changes should be made and devise
strategies for effecting them.

In the discussion which follows, we consider in turn (1) yield projections
for irrigation projects, (2) possible decreases in the area which can be
irrigated by the projects, and (3) institutional issues related to the
success of irrigation projects.

l. Yield Projections

The methodology for meking yield projections could be improved in a .
number of respects. In both the Rinconada and Bula IAD project studies,
the areas within the projects are treated as homogeneous once the irri-
gation and flood control facilities are in place. Studies conducted

at IRRI, however, suggest that substantial land quality differences
exist withii even small irrigation areas. Specifically, it is likely
that the land veing irrigated in the project nrea before the new irri-
gation system is of higher soil fertility the«'. non-irrigated land be-
cause fertility is one of the determinants ir the decision of the farmer
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to invest in his own irrigation system. Thus estimating the benefits
of irrigation by compering the yields of rainfed and irrigated areas
with the project area is likely to result in an upward bies of the
benefit estimzzte.

In addition to soil fertility, yileld differences between rainfed ani
irrigated regions are alsc associated with differences in inputs.
Thus, even for areas of equal soil fertility, assuming thet yields on
raeinfed sreas will immediately jump to match the yields on irrigated
areas during the first year of irrigation is overly optimistic (see
aver?ge vield projections for first yeer of irrigation in Libmanan and
Bula).

The yield estimstes of 160 cavens/he/yr in Rinconada and 180 cavans/
ha/yr in Bule (1 cavan is equal to 50 kg) after five yeers of irriga-
tion are based on judgement plus the implicit assumption that farmers
will be converted to "modern" practices. Given average rates of re-
turn on extension, achieving the required 10 per cent annual growth
rate in yield, Rinconade will require very intensive and more effec-
tive extension services.,

Improved methodologies for estimeting the benefits of irrigation are
available. One methodology involves converting rainfell into moisture
stress via a water balance model. Given a rainfall distribution
statistics, necessary seepage and percclation information, and a pro-
duction function which includes moisture stress, one can estimate the
benefits of additional water. In addition, the methodology would have
to be combined with a method for determining the effect of irrigation
on timing of the cropping cycle throughout the year. This, plus the
available sunlight radiation distribution data, can be used to estimate
the total benefit of irrigation. The projected yield increases impli-
cit in the Libmanan-Cabusao and Bule projects call for yields to in-
crease from two to three times their present levels in response to the
irrigetion/flood contrcl construction and from accelerated extension.
Comparison with other studies shows these projections may be somewhat
optimistic given the impact of irrigation on the probabilities of
moisture stress end flood damage and given the small emount of technical
and price inefficiency inherent in farmers' production decisions.

The benefits of extension can also be estimated. Studies show that
farmers are efficient allocators of resources given their own level of
knowledge. The difference between the farmers' production function
and the experimenters' production function in work at UPLB and IRRI
provides an estimate of the meximum that can be achieved from epplied
research and extension. In order to reach the potential production
function, research must first discover what the appropriate production
technique is for each locality. Extension then has the task of convey-
ing the information to the farmers. Increasing the number of contact
hours between extension workers and farmers is not sufficient to achieve
these potential gains.
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The following recommendations sre considered important for clarifying
the yield potential and activities required to acnieve thatl potential
in the irrigetion prcject areas:

a. Field trisls should be continued in all ItD prcject areas by the
line agencies concerned under the general coordination of the
Bicol Agriculture and Resources nesezarch Consortiium and BRBDPO
to establish the appropriate farm practices which should be adopted
by farmers given current tecanology. Further, this effort should
be coordinated with eveluztion activities, e.g., BAEcon data gene-
ration and BRBDRO Farm: Records Project for feedback to, and action
decisions by ihe Commosite Management Groups (CMG's) and the Project
Management Offices (PM0's) of the respective projects. Much of the
machinery for this avplied research is already in vlace. What is
needed is tne capacity to analyze these deta with updated economic
methods (incorporating stochastic weatner variasbles and indivi-
dualized shadow prices of labor end credit).

b. Immediate enalysis should be cerried out by the appropriate agencies
to consolidete 211 aveilesble rice yield date from the region so as
to establish to the extent possible:

(1) irrigated dry and wet season yields

(2) rainfed dry and wet season yields

These data should be analyzed with respect to:

(1) variability within egro-climatic regions in the Bicol

(2) varisbility between years within agro-climatic regions, and

(3) the potential of output growth Mased on increased inputs of
irrigation, fertilizer, insecticides, and other indigenous but
potentielly productive cultural practices. Experienced senior
Filipino consultants are availeble to assist with this and
should be considered for funding under the Bicol IRD Project.

Irrigation Projects: Restrictions to Irrigable Acreage

Salt Water Intrusion - One historical and future cause of a reduction
in the irrigated hectarage in the lower basin is salt water intrusion
up the rivers and streams where project pump sites are located. The
river bed at a number of these pump sites is below sea level. There
is some uncertainty as to whether or not salt water will intrude up-
stream to the pump site in the drier years. The uncertainty, in part,
arises because of uncertain return flow. Vhat is quite certain, how-
ever, is that if high concentration of salt water does intrude to the
lower basin pump sites, there will necessarily be a reduction in
yields and in irrigated hectarage in the drier years, the very years
when the economic returns to irrigation are likely to be highest.

Another possible source of difficulty and decrease in irrigated acreage
cen result from a rising water table. In Libmanan, the water table in
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the dry season is sald to be one-half to several memters depend-
ing on locetion. A rising water teble coupled with selinity
problems could adversely affect crop yields.

There have been studies and the evaluetion team could not find
any conclusive date or opinion to show that eny of these dif-
ficulties will occur. There is enough evidence, however, to
suggest that the potential for problems exists and that the
effect would be to decrease the benefits to project areas.
Given this uncertainty, the evaluation team recommends tiat

an expert hydrologist be emploved to do follow-up investigation

of the soundness of assump.ions incorporated in the basic prigyect

design, particularly for tke lower basin. Adjustments could then

be made to the benefit of the farmers who will benefit 1rum the

projects and who are being asked to pay for the projects through

irrigation fees. The evalnation team understands that hydrologic

data collecticn and analysis as well ‘es the publishing of the
results of the complete Bicol River Basin are scheduled to be
upgraded. This is essential. The National Wate: Resource Council
\NWRC) can pley an active role.

Very closely related to this, the evaluation team notes that the
ecological implicntions of larger irrigetion systems suggest thet
proposed follow-up environmental anelysis be undertaken. A
cozmetent ecologist should look into environmental impact issues
such as:

&. how the pumping systems will affect the downstr: m river
areas;

b. how the pump systems will effec. cthe river resources
(e.g., shrimps, Iishes, eels) end merine resources;

c. the environmental impacts of diverting water and
modifying drainage patterns;

d. impact of construction, roads, leveling, etc.

Plans to contract for Filipino and U.S. consultents in the
above areas throughout the jJoint Biccl IRD project should be
implemented.

Water Management

The evalustion team is particularly concerned about the very
immediate need for water management expertise and planning across
all projects with irrigation components. For example, based on
existing experience in the Philippines, it is unlikely that the
rotational irrigation systems will actually be operated accord-
ing to the intensive management required in the project designs.
Rather, it is likely that the system will be operated as a con-
tinuous flow system, at least in the early years. If this
occurs, water losses from seepage and percolation may be even
greater in the rotational designed systems than if they were
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built in the conventional wey. The general point here is that
farmer behavior and management capability need to be thoroughly
accounted for st the engineering design stage. Experience in
the Lologon Comman? Irrigetion System can perbaps be utilized
in this effort.

In the opinion of the teem, U.S. and Filipino weter management
consultants with proven expertise in rice irrigation and in
supplemental irrigation svstems should be employed by eerly
1050. Such consultants would work with technicians of parti-
cipating line agencies particularly NIA and the Bicol Agrd-
cultur=l Research Complex to advise on and monitor the process
of the irrigation systems. This would include establishing
appropriate soil and water use measurements needed to gauge
the efficiency of the systems. They should be knowledgeable
in the coordination of irrigation water release and crop pro-
duction practices and have an eppreciation of the role of
water with othe. production inputs. They should be capable

of investigeting the suitability of the rotational irrigation
systems in the production of crops other then rice (per
recommendations above).

Hmphasis must also be given to the fact that failure to establish
eppropriate water mansgement practices at the beginning of actual
irrigation will substantially prolong project implementation
teyond the scheduled year period.

The evaluation team elso recommends workshops be held for project
managers and staff and Bicol Program staff on irrigation rota-
tional systems already in place elsevhere in the country so that
experience gained in these systems can be available to the Bicol.
Proposed operationel treining (AID-supported) in another Asian
country for the senior staff who will operate the major systems
and local line agency staff would also be valuable.

Integrated Rice/Irrigation: Institutional Considerations

Farmer Organization - Bula IAD Project Proposal

The physical bounderies of the units of rotational irrigation systems
will be the basis for forming irrigation associations. Farmers whose
lands are contained within each rotational block would be organized
into an, irrigetion association. This association would be respon-
sible for allocating water from the turnout through the farmers'
fields. Within these blocks, compact farms would be orgenized, one
compact farm for each rotetional unit within the rotational block.
The compact farm units, would also be responsible for irrigation

from the sub-farm laterals. A compact farm may underteke multiple
functions including (1) management of the farm by an elected member
(compact farm coordinator), (2) assumption of joint and several
liability for supervised production credit from institutional sources,
and (3) marketing to assure loan collection. A training center
(CFTC) would be set up in the system erea for compact farm coordi-
nators, farmers, and extension workers.
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In areas where lend consolidation has not been carried out,
+heoreticelly s number of the farmers could be members of two or
more irrigation associations and possibly an even greeter number
of compact ferms. In addition to these organizetions, Samahang
Nayons (pre-coops) have been esteblished generally on = barrio
boundary basis. Local leadership could be severely extended if
celled on to hold offices simultzneously in e number of orga-
nizations.

In the land consolidetion erea, the number of organizations for
individual farmers will usually be less. A problem here mey be
that since landholdings where movement was required were assigned
on a lottery basis (in some areas on joint agreement basis),
individuals may be required to join organizations whose member-
ship is determined by physical bounderies rather than by naturzal
inclination to associate with friends and associates by choice.
This association may be a source of friction in carrying out

the duties of the organization. The possibility of this same
situation in the Libmsnan IAD project was reported by a recent
evaluetion.

The evaluation team suggests that the organizational burden
imposed on both the farmers and the organizers given this pro-
liferztion of organizations may be great.

< may be possible to avoid similar potential problems 1n the
future by taking adventzge of available knowledge concerning
the advantages and disadvantages of voluntary agricultural
institusions and those designed by government planners. Two
examples seem worth including here:

a. Regarding land consolidation end compect farming, modern
+heory and evidence do not support the conventional view
that small farmers with somewnzt scattered holding ere
inefficient. If anything, the evidence suggests the
the opposite conclusion. Consolidation and centralized
management are likely to decrease efficiency instead of
increase it. The Bula Project has consolidation, but
individual management. '

b. The conventicnal wisdom that agricultural development
requires a comprehensive and simultaneous assault oo
“inetitutional constraints’ is also without theoretical
or empirical besis. For example, share tenancy, as it
has been practiced in most of the Philippines, has been
largely an efficient contractual arrengement. It is not
necessary in the name of efficiency to legislate the
abolition of share tenmancy. If agriculture is healthy
end cheracterized by wages rising relative to rents,
share tenancy will decline spontaneously without govern=-
ment regulation.

Conesidering all the complexities, controversies and issues associated
with rotctional irrigation, the viability of irrigation associations,

-
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compact fzrms and Samehang Nayon, the design for institutional
development qeserves a serious second look before system-wide
efforts 10 implement it get underway. The present design might
have to pe tresied with less senguinity than is now presently
held.

¢. Irrigetion Fees

The cost of irrigation to the farmers who will benefit
fror the irrigation projects being constructed in the
greater Bicol area has not ye: been determined. There
is some uncertainty regarding national irrigation policy.
One system calls for a set of fees which will cover both
operation and maintenance costs and the canstruction and
implementation costs of the project. Early estimates

of the cost to individual farmers in the Bicol if this
formula is applied are between 11 and 22 cavans per
hectare per year depending on which components of the
project are to be peid for by the farmers.

There is considerable reason to believe that farmers will

be reluctant to pay these fees because (1) the average
benefits from irrigation will not be as great as estimated
a+ the time the projects were designed, (2) the availability
of irrigation water may not be constent on e year-to-year
basis, and (3) there will be 2 resistance to pay charges
greater than those being levied on nearby gravity flow
cormunal systems.

The evaluation team notes that (1) project costs in some cases
have been increased because of design difficulties, increased
POL and other costs and delays, (2) that there could have been
additionzl studies to determine if systems as designed are the
least-cost system, and (2) that pricing weter on the suggested
basie may likely result in prices that have little relationship
to the value of water to the cultivator.

The present nationel policy on irrigation repeyment calls for
revayment to cover capital expenses and operation and mein -
tenance costs. A fundamentel ambiguity in the policy exists,
however, according to wnich farmers who are unable to pay will
not be forced to. This introduces a great deal of discretion
into the collection procedure. This embiguity should leave
room for the Bicol projects to experiment with a system under
which farmers pay proportionately to potential benefits that
could pe received from irrigetion. Potential benefits would
be assessed independently for various classes of farmers
accoréing +0 topography, access to and relisbility of the
water, and economic characteristcs of the farm family.

d. land Consolidation

The case for including lend consolidation as an ingredient in
a rotational irrigation system eppears not to have been based
on economic considerations. The pilot land consolidation
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activities in the Bula project provide an ideal test case
for comparison with projects where land comsolidation has
not been cerried out. Accordingly, it is recommended that
there be & close examination of the lend consolidation in
the Bula IAD project with a view to assessing the merits
and demerits and the rationasle of the entire approach. If
land consolidation appears to place unnecessery burdens on
meny farmers, then the system should be redesigned rather
than continue a commitment TO & pilot project.

C. Applied Research to Support Project Identification and Implementation

The evaluation team was generally concerned as to whether the Bicol
Program was incorporating the results of recent research into planning the
agricultural components of projects and integrating and coordinating loca:
testing of that technology within the project area. Additionally, the
team was concerned that a mechanism should be strengthened whereby re-
search needed to support project identification and implementation could
be made known to the appropriate research institutions both in the Bicol
and throughout the Philippines.

The team noted that the need for these activities had been recognized
early in the development of the larger Bicol Program. A coordinated
research council composed of the local agricultural college, line agenciet
and the BRBDPO wes formed which would presumably be active, both in trans.
ferring research results and in tailoring research activities, where
required and feasible, to the agriculturel production potential vhich has
and will be created by investiment projects.

A recent reorganizatiorn and expension of that Bicol Agriculture and
Resources Research Consortium (BARRC) promises expanded activity in coor-
dinating resezrch activities in the region. In addition, the Soil and
Water Management Research and Training Center, part of BARRC being con-
structed on the campus of the Camarines Sur Agricultural College, will
provide a new source of research output end interaction at the operationsa.
level. Specifically, the eveluation team recommends

1. That BRBDPO participation in the Bicol Agriculture and Resources
Research Consortium (BARRC) be considered a priority activity as
part of research coordination and a monitoring requirement for
BRBDPO operations.

2. Similerly, the BRBDPO should become intimately involved with the
Soil and. water Management Research and Training Center. This should
serve as a means of directing research efforts into problems en-
countered in project areas and in supplying a source of research
results to BRBDPO plaenning staff and BRBDPO project coordinations.

3. The BRBDPO should stron support the involvement of UPLB, IRRI,
PCARR, BAEcon, NI4&, FSDC, MLGCD {coops) and others in the Basin
research program, through the Soil end Water Management Research
and Training Center.




VI BRBDP AGRIBUSINEf. AND RURAL INDUSTRY ACTIVITIES

Under its charter, the Bicol Program is concerned with privete sector devel-
opment and its major contribution to regional development. One Bicol Program
activity supported by the joint Bicol IRD grant project is promotion of acce-
lerated privete sector investment in agribusiness and rural-based industry.
The Bicol Program strategy is largely based on the development hypothesis
that complementery public sector infrastructure projects and expanded social
service programs in the Bicol, in conjunction with appropriate goverrmental
incentives and promotional activities, will further stimulate private sector
investment in agribusiness and rural-based industry.

The grant project thus provides ¢ “.aplementary resources to assist the BRBDFO,
the NEDA Regional Office, and concerned line agencies in the development of
a regional agribusiness and rural-based industry strategy and action program
designed to stimulate a significant increase in private sector investment.
This includes an assessment of possible GOP investment promotion and incen-
tive activities and the prevaration of commodity or enterprise specific pre-
feasibility studies, particularly larger, primary industries that would have
multiple impacts.

There are two basic questions that need to be addressed to put the assess-
ment of private sector investment promotion of a Bicol interagency effort in
proper perspective: (a) what factors encourage private sector investment in
the Bicol? and (b) what are tne ~nonstraints to privaie sector development in
the Bicol? The svrceeding discussion aruws heawrily on existing reports.

The following appear to constrain the accelerstion of private investment in
the region:

1. Higher power rates - Despite the fact that Bicol has already been con-
nected to the Luzon Grid through the NEC Geothermal Plant at Tiwi, Albay,
power rates are higher in this regicn than in Manila or southern Quezon
Province;

2. Poor intra-regional itelecommunications network - no direct communication
system links the mejor cities of Legaspi, Tabaco, Iriga, Naga, ang other
municipalities;

3. Ineffectiveness of fiscal incentives which are inaccessible to small
scale Bicol entrepreneurs or are not worth the trouble and cost of trying
to avail of them;

i, The typhoons which periodicelly devastate Bicol's basic agricultural
economy; &and

5. The collateral-oriented conservetism cf bankers.

Recent changes in the region's investment clumate may result from a number
of factors:

1. Most of the Bicol is linked *. the Manila market by & new all-weather
road and rail, the latter is presently being upgraded;
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2. The region is rapidly being covered by rurel electric cooperatives which
will receive power frem Tiwi geothermal sources;

3. The region has its ovn uncrowdel internstional seaports end conveniently
located inter-island ports of modest facility; and

L., Wages may be relatively low compared to other regions.

Currently, there is & move from the nationel govermm -t for the dispersal of
industries to the regions, ewey from the f.reater Mani. srca. In the absence
of a defined regionalized scheme of fiscal and/or monetary incentives, loca-
tion of private investments will largely depend on vwhether a favorable cli-
mate of investment exists in that region. In other words, the ability of a
region to attract privute investment will largely be influenced by what the
region can offer to investors.

Recommendations:

1. Preliminary Bicol Program investment promotion activities have been
largely concentrated on the preparation and promotion of prefeasibility
studies on agribusiness and(or agro-industrial projects. Considering
that a rational investor will somehow have to undertake an investigation
of the project using his own set of assumptions and policies, we believe
that this activity is largely unnecessary. Instead, general area pro-
files depicting the available and abundant resources and business oppor=-
Tunities in the region may be prepared and widely disseminated. The
preparation of brochures as general investment guides for interested
investors now underway may prove to be more useful.

2. In the uree of agribusiness promotion, the efforts of the BRBDFO can only
complement the efforts of the private sector. With this in mind, the
apribusiness program should focus on the areas where private investment
may be inhibited because of difficulties in cbtaining the necessary in-
formation, designing and enforcing the requisite contracts, or in coordi-
nating investment efforts across enterprises and investors.

Numerous projects have been identified es potential areas for private
investment in the Bicol. Unfortunately, there has been no documented
effort which relates and coordinates agro-industrial projects with pro-
duction programs for particular agricultural commodities. However, we
note that this is included in the scope of work written for a newly
contracted Filipino spatial plenner. For instance, of the ten prelimi-
nary contractor-prepared studies, about five are considered viable by
the BRBDFO, based on assessments of their resource requirements.

As an example of the need for coordinating investment, the viability of
the citrus juice extraction project would largely depend on the ability
of the citrus farmers to supply the requirements of the project as and

when needed.

As an example of the possible benefits of information, the case of cement
is instructive. China produces large quantities of low-grade cement for
use in lining irrigation canals and for mixing with other cement in some
construction projects. Unlike high-grade cement, the product can be
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produced on a relatively small scale and with labor intensive methods.
Without doing a full scale feasibility study, the BRBDFO agribusiness
staff could look into the technical potential of similar examples of
appropriate technology.

3, Recently, the agribusiness staff of the BREDFO was chosen to serve as
the technical secretariat to the Regional Council of Small and Medium
Industries (RCSMI). We believe that with the full support of the
BRBDEO, the RCSMI could effectively function as & strong coordinating
body for private investment promotion and acceleration in the region.
Two activities whicn the BRBDPO could undertake to encourage private
investment and entrepreneurs would be to act (1) as a reference source
for directing investors to needed date sources, rules, regulations and
eporopriate agency officers, and (2) in an edvisory capacity regarding
dealing with the local, provincial and nationsl bureaucracies. These
activities could be part of the duties of the RCMSI technical secre-
tariat.

VII STAFF TRAINING AND DEVELOPMENT TO SUPPORT PROJECT PLANNING AND COORDINATION

One of the strongest assets of the BRBDFO has been its high level of pro-
fessionalism and dedication of its staff. This was universally true in the
planning and management division and the monitoring wnits of the Bicol Program
Office. The evidence of extra devotion to duty is still apparent.

Within the past year, the BRBDFO has reportedly lost the services of most of
its more senior planners, several of whom ere in long term, advanced degree
training). In addition, it was reported thet over ten core PD and TPD
vacancies heve been vacant for over a year. Any permanent loss is critical
if not replaced because (1) there are more first generation projects tc plan
and the groundwork for second generation projects (based on second generation
problems) should begin now, and (2) even if GOP contract consultants are used
for future planning efforts, it is crucial that the Bicol Program Office have
sufficient experienced personnel on its own staff to prepare scopes of work
based on & knowledge of the locel issues, monitor analysis, and supervise
contractors and consultants.

Therefore, the evaluation team feels it is imperative that a rebuilding of
the BRBDFO planning staff be undertaken. There is recruitment underway to
hire senior staff and the junior staff may be developed to assume greater
responsibility.

The team strongly recommends that restaffing be carried out with a view to -
assembling the particular ertise required for i rojects such as ’
agro-forestation and mixed fishing farming (as discussed above) which are
within the identified comparative advantage of the ERBDP.

The general view among professional planners is that a minimum of two years
on-the-job training is necessary to develop the skills and background of a
new graduete to the point where they can make significant contributions to
area-specific project planning. The evaluation team suggests that this time
horizon be incorporated into & staff development program. The team also
notes that regardless of whether or not the various types of functions the
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BREDFC undertekes continue to be carried out by that entity or are incor-
porated into a governor's office or a NEDA-RDC framework, the success of the
BRBDP packaging process ergues also for immediate attention to plenning staff
development. The team also recommends that this staff planning recognizes
the need for (a) planners with a broed integrating capacity, and (b) planners
with relevant specialization. This further argues for maintaining a staff
of sufficient size to allow for this diversity in job assigmment. This staff
should continue to play an active role in the annual process of updating the
S5-year Regional Development Plans and proposed Regional Investment Plans
under KEDA.

The following set of recommendations specifically lays out suggestions of
the team regarding staff training and development.

1. The full restaffing of the planning section of the BRBDPO should proceed
on & priority basis. A high level of capability is essential for plan-
ning second generation projects and for technically supervising and
assessing the increased level of contractor documents and performance.

Required ere edditional competent and experienced professionals and
opportunities for competent younger staff to move up. Any new recruit-
ment must recognize the need for expertise in agriculture, including
perennial and annual cropping systems, economics, agro-business, rural
institutions, end irrigation/water management. There can be no substi-
tute for hard experience. +t will require special incentives to attract
and keep these kinds of pecple.

2. The BRBDP) should sponsor and coordinate seminar/workshops for ERBDFO
professional svaff and for the personnel of cooperating agencies to up-
date them on the latest research findings and other developments rele-
vant to their plenning, coordination (implementation), end monitoring/
evaluation functions. Such interagency meetings would provide a mech-
anism for discussing vroject ideas and plans.

3. The BRBDPO should give all staff members the opportunity to visit end
possioly work at project sites to gain first-hand familiarity with
operations.

Other Activities to Support the Operation of the BRBDPO

The following recommendations concern support activities which, in the opi-
nion of the evezluation team, will contribute to the efficiency and strength
of the Bicol rrogram

1. A special depository for important Bicol Program documents should be
created to complement existing library facilities. Particular attention
should be given to such things as maps and plans. Current maps should
be made available to all participating agencies on a cost basis.

2. A special index of all materials should be produced by the BRBDPO for
public access.

3. The BRBDPO and national line agencies (with USAID assistance for Asian
countries and U.S. when esopropriate) should invest in the training and
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general upgrading of line agency technical staff capabilities in agri-
culture and weter resources develovment eand relsted areas, because, in
the ultimete analysis, project implementation and fermer support are
their responsibility.

Public Information

The BRBDPO has an active and, in many cases, has carried out an effective
public relations program. Public and private institutions are involved
with excellent results. The team recommends that BRBDPO publicity efforts
be carefully designed and monitored to insure accuracy. Misunderstanding
and unduly elevated expectations only add confusion and frustration. An
updated, accurate, rhetoric-free framework plan capturing the essence of
the Bicol Program would be an appropriate public informetion document.

Extensive studies, reports and other Bicol Program documents exist, but to
more fully understand the existing conditions, plens, goals, component proj-
ects, etc., one must seerch many documents. The team recommends that a
professional, technical level document be prepared and published c¢n the Bicol
Program and the component projects for distribution to Philippine institutions
end professionals, as well as international professionals involved in inte-
grated srea development.

VIII PROJECT EVALUATION (BtS) = COORDINATION

Central to impact evaluation, but also important to project design and coor-
dination of project implementation vhases is the Bicol Multipurpose Survey
(BMS). Regarding impact evaluation, the BMS provides a comperable benchmark
for all IAD projects. However, it may not provide adequate information for
+he purpose of assessing the impact of specific projects such as roads,
health, and industry promotion. For that reason, additional semples and
special surveys have been proposed.

A major purpose of the BMS panel design is to help understand the "combined
and synergistic effects of the various GOP projects and programs.” Closely
related to this objective is to "assess" the impacts of the various IAD
components upon indicators of change in each IAD project. To achieve this,
one must know what these indicators would have been in the absence of the
projects. An adequate methodology for determining this has not been devel-
oped, nor is it likely to be developed in the near future, Conducting a
controlled experiment by selecting "matching barangsys" runs into the pro-
blem of finding identical sets of forces of change (investment, migration,
etc.). Given the difficulties of quantifying impacts attributable to
specific projects or sets of projects, the goals of evaluation should be
more modest. It is important to monitor the more narrow objectives of the
projects, e.g., "Is water reaching the intended beneficiaries in the right
amounts at the right time?" In short, if the projects are poorly imple-
mented, uses of methodologically adequate techniques become academic. Once
projects have been properly implemented then the "impact question" becomes
relevant, e. g., "How do key variables change over time, especially health
and productivity indicators, migration, income, per cent of landless or near
lendless workers and rural wages?" One can then conclude that project X
along with other forces of change, Y and Z, have resulted in the measured
changes in these indicators.
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With these doubts in mind, the evaluation teem recommends a review of cur-
rent survey dataz sets including the BMS, special project surveys, socio-
economic profiles and census date with a view to streemlining deta collec-
tion and date analysis procedures for input into program planning and
project decision-making.

A second look at current data sets should yield more cost effective products
of higher utility than is now evident. If it does not, the evaluation team
recommends that the comprehensive approach to benchmark surveys and socio-
economic profiles should be modified. Smaller but more intensive studies
of egriculturel organization, migration, wages, and levels of living would
be more useful particularly if complemented by the monitoring development
indicators such as growth in revenues, electrical hook-ups and usage,
transport registrations and agriculturel productivity. The individuals
assigned to redesign the evaluation methodology should include those well
versed in the economics of agricultural development., This will help avoid
the problem of designing a survey instrument inconsistent with the realities
of the agricultural development effort.

However, before proceeding with the second BMS panel, a test of its useful-
ness is recommended now. The four research utilization recommendations and
suggested approaches that follow are designed to explore the immediate use-
fulness of current data sets.

First, those parts of the BMS date with immediate potential in the program
planning, operational and educational phases of projects should be analyzed
as soon as possible. Considerable cost has elready been expanded collect-
ing these data and getting them on tape. Their usefulness should be maxi-
mized. For example, findings on nutrition end health status, agricultural
practices, -employment, perceived quality of life, level of possessions,

etc., might be useful to heelth workers, nutritionists, and extension workers
in defining the existing situation for the peovle who responded to the survey.
The results of the health worker and exteusion worker surveys, if presented
to their respective agencies, would doubtless have training and operational
implications. 4ll these need not wait for sophisticated analysis by top-
level Tilipino experts. The simple analysis immediately required for the
BMS results to be useful can be done by Bicol social scientists.

Two sets of proposed studies using BMS data are, in the opinion of the eval-
uators, most timely: (1) determinants of agriculture production and the
efficiency of the present delivery system of key inputs, and (2) studies

of health, nutrition, and envirommental sanitation. This analysis should
be expedited. The other proposed studies will perhaps be most interesting
after the 1981 BMS is completed, but work done on them now will be useful.

We suggest that the BMS be used to identify receptive clienteles for prior-
ity information packages within each IAD. Use of this information should
be coordinated with the project coordinators of the BRBDPO/PMD and the
respective policy level personnel of the various IAD projects.

The BRBDFO/PPD's research arm has in the form of the BMS a data base from
which it could initiate such a system. Many potential leverage points can
be identified in the sample. For example, while average families may be

satisfied with health delivery systems, those families found to be greatly
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malnourished (objective measures) may indicate (subjective) dissatisfaction
with hezlth oel*ve*" Such a pattern in the data would suggest that there

is a terget population which recognizes a need and, therefore, is more likely
to teke action to correct it if they had adequate informztion. If such
households could be served, they may well become voluntary change agents
spreading information and creating "felt needs" among their neighbors to
"eonsume" the priority informetion package, teke responsibility for health,
and reap the benefits.

There is little evidence to suggest that general nutritionzl education, mass-
produced and distributed, can provide benefits commensurate with its costs.
However, priority informetion packages on mixed home gardens, for example,
are more likely to be adopted by families who recognize their need for im-
proved nutrition than by those vwho do not. On the other heand, increasing
real levels of income are a prerequisite to effective utilization of even
the best nutrition education vackages. Design of priority information
packages must tzke the income constraints into account.

Similarly, rice farmers with relatively low rice yields but dissatisfaction
with agriculturzal extension services would appear to be ready consumers of
sound research advice if they had ready access to it. INaturally, the re-
search and informetion package must be competently designed. The technical
capability is present for rice production and is available through line
agencies. These zgencies, along with BRBDFO and CSAC, are also collebore-
ting under the ausvices of the Bicol Agriculture and Resources Research
Consortium (BARRC) in adapting agricultural research findings to the Bicol.

In sum, the evaluation team suggests that the analysis of this type of BMS
date be expedited and incorporated into plemning and programming by the
BRBDFO. Secondly. 25 the priority "information gaps" are identified, re-
search reviews targeted at filling those specified needs should be conducted.
In the process, needed leadership will be treined to coordinate the separate
technical contributions by line agencies to the various component IAD's into
effective information packages and delivery systems. Consumer groups who
have both "cbjective” need and "subdbjective" recognition of need may be

—

identified by using the U7,

Third, develovment of IfD-specific and even agro-climatic region-spécific,
information packages for rice farmers provides an important opportunity to
employ and teqt the utiliiy of current panel data. We recommend that vpanel
data be put o the test of its utility in project implementation now.

Two directly reievant panels are aileble: the 200 sets of farm records
and the IPC/3ZRU 1974-75 rPanel Survey. To the extent irrigation has been
implemented, privately or govertment-assisted, the impacts upon management
practices and utilizetion of HYV technology would be useful in plenning an
integrated farmers' irrigation association and extension education program.
As & means to understanding the constraints that nust be overcome if tarsget
outcomes are o be readily achieved, similar studies using the BMS data for

1978 alone could be sc*ul
The farm records-keeping project under the BRBD®O/PPD should be used as a

tool to learn as much a5 possible aboubt the farmers' decision-making process
with resvect to vater menagement, fertilizer practices, weed and pest contro
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and lebor reguirement for rotational irrigetion system compared with other
systems, rainfed, privete pumps, etc.

Finally, the team encourages the deliberate introduction of ell Bicol Program
documents to relevant and interested sgencies and clients, public and pri-
vate, within Bicol and within other nationel end regional integrated projects.
Through the PAC and the ADT's, the aveilability of Bicol Program material and
library facilities should be widely publicized. Access to the material by
regional universities with advanced degree program should be facilitated.
Seminars conducted by the BRBDFO for public participation, such as presenta-
tion of agro-industrizl feasibility studies, should be publicized at highest
levels, e.g., governors through the BRBCC. These data bases are capital
stock of the region and the returns on the investment should be greatly
enhanced.

Finally, these four recommended research utilization strategies plus others
jdentified locally should be tested for their immediate applicability to
problems confronted by the Bicol Program and the Bicol TAD component proj-
ects. If the projects benefit from these strategies, the methods should
be documented and repliceted. If it is found that none of the strategies
are of significamt benefit to the program area or to decision meking about
implementing similer programs elsewhere, this should be acknowledged. The
possibility that comprehensive multipurpose surveys may be judged imprac-
tical is real. The BMS failures as well as successes should be widely
publicized to facilitate judgment on the utility of the methodology to
development programns.

IX FROJECT MONITORING - COORDINATION

The basic experience necessary for developing 2 menagement information sys-
tem (MIS) effective in faciliteting decision meking and action is evolving
through shared experiences of the BRBDPO staff, the various Project Manage-
ment Offices (PM0's) with their superiors in lead-line agencies, the Com-
posite Management Groups (CMz's) with their respective links to the M's,
the area development teams (ADT's) and the BRBCC.

In practice, there are three relatively distinct information systems evolv-
ing to serve each Bicol component IAD project. The BRBDFO is concerned
with both horizontal (among line agencies in the Bicol) and vertical (among
national ministries) coordinetion while the PMD for each IAD project is
concerned with an information system to facilitate action within the lead-
line agency. Historically, the horizontal and vertical BRBDFO system has
been most effective in the project identification, project feasibility and
project design phases, while the line agency systems have been more cri-
tical in loan negotiation and vroject implementation phases.

In sum, the effectiveness of the overall MIS for the Bicol Program is de-
pendent upon coordination of various separate MIS's, those of the BREDFPO
and those of the lead-line agencies (to date NIA, MAR, MPH, and MOH) for
both planning and implementation phases. IAD projects or phases of IAD
projects which are most dependent upon local particivpation, e.g., the Bicol
Integrated Health, Nutrition and Population or perhaps the operationaliza-
tion of rotational irrigation systems, will require relatively more involve-
ment of the BRBDPO horizontal MIS in implementation than has been the case
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historically. Specialized projects or phases of projects, like the con-
struction of rotational irrigation systems, are likely to require respon-
sive vertical MIS within both the lead-line agency end, when national
level resources of two or more agencies are required, the BREDFO.

Key problems in the current monitoring-coordination system can be identi-
fied by analysis of differences between 2 verticel MIS and a horizontal
MIS. Recommend solutions to these problems are then made by examination
of the cwrrent system of information flows.

In vertical coordination more than in horizontal coordination, a formal
information system to back the always important informal information is
crucial. Horizontally, overlapping monitoring system (the PAC, ADT's,
CMG's and the PM0) provide for several first-hand observers and many Oppor-
tunities to share and discuss information within the IAD and the BRBDFO.

In the case of horizontal information systems, ell parties are more likely
to be looking et the same information with a similar regional bias or per=-
spective. On the other hand, within vertical information systems, there
are more opportunities for contrasting viewpoints or sets of priorities.
While the regional office is looking at one set of data, i.e., the project
design, budget and projected completion dates, absolute needs of identified
beneficiaries, and regional benefits, the nationel office is looking at
revenue constraints, national priorities, and relative needs of beneficiaries

The "information gap" between the two perspectives leads to inefficiency in
project implementation, mistrust at either end of the hierarchy and low
staff morele and productivity.

A. BRBDF Vertical MIS

Examination of the current coordination monitoring system suggests that there
are considerably more channels for horizontal coordination within the Bicol
then there are in the vertical system (Figure 1). Vertically, information
flows from the IAD project through two channels:

(1) from the PMO to project directors (usually lead-line agency regionw.l
directors) and, as needed, to lead-line agencies in Menila, and

(2) from the Acting Program Director of the BRBDFO through the OCC to the
line agency(ies) involved.

The adequacy of this limited number of channels depends upon the nature of
the problems requiring action.

Examination of current BRBDPO project status reports (April 30, 1979) pro-
vides several examples of identified critical problems which should be
addressed through the information systems of the line agencies. However,
there is little documented evidence of technically well designed proposels
to solve those problems. Furthermore, there is little evidence in the re-
port to show that the PMO or the BRBDPO is systematicelly and persistently
using the vertical information system to solve the problems identified.
Formel documentetion of problems, actions teken, and recommended solutions
certify at least that the PMD has done its job. For this reason alone,
the MIS should be designed to encourage and document competent performance
on the part of both the PMO and its contractors.
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The evalustion team feels that the current monitoring-coordinetion }MIS
under the 2D of the BRED® (Figure 1) could provide grester project bene-
fits if it were streamlined and incormorated into a results-orienced
menagement informaiion system (MIS) (Figwre 2). TFor several reasons, the
time aprears to be right for such a trensition. First, in collaboration
with key BRBD™0 and lead-line agency ,personnel, e streamlined MIZ docu-
mentation system has been designed._/ Second, as additional IAD projects
come on line, BRBDP personnel have & keen grasp of the need for and the
mechanics of the kind of MIS they want to implement.

NACIAD recomrendetions for 1MIS systems are also pertinent. To efficiently
utilize the recomnended Management Committee (MC) and the technical staff
of NACTAD, the evaluation team recommends two adjustments to its vertical

ms‘

First, in colleboration with NACIAD and NEDA technical staff, the BRBDP
monitoring and coordination system for imvlementing vrojects should con-
sider instzlling on an as-needed besis, & formal 'special action report"
system as beackup documentation for the information ection reporting sys-
te, through both the lead-line agency MIS and through the BRBDP vertical

IS

Second, it ic recormended that the BRBDP consider implementing monthly
"exception reporting’ for the IAD projects rather than monthly summaery
progress renorting to the PAC., BRBCC, NACIAD and funding agencies. The
exception revorts would also swmarize the status of "special action re-
ports.’ The more detziled project stvatus reports currently produced
would be subnitied guarterly or semi-annually.

Under the old structure of the CCC-IRD, the Management Committee discussed
issues and arrived at policy recormendations and action decisions which
enhanced the develovment of the general ILD epproach. Ve cannot over-
emphasize the need for the reactivation of that type of committee av this
point in time. (See Attachment C.)

It is suggested that e Management Cormittee be established under the NACIAD,
composed of the deputy or assistant ministers or assistant secretaries of
the member agencies and the program directors of all on-going major inte-
grated projects or programs. 1t would likely be chaired by the chief
opereting cfficer of the council.

Tt is suggested that NACIAD 1Liik up its evaluation and date banking system
with the evaluation and research studies being conducted at the basin

level. A cursory lcok ai the voluminous evaluation and research data that
the basin has esccurulated over the years reveals a rich storehouse of ideas,
issues, studies and statistical data relevent to the application of the IAD
epproach in other areas of the country.

These evaluation and research data cen be consolidated at the Bicol Progrem
Office and can be tapped by the Project Management Division of the NACIAD
Technical Staff in doing comparative studies with other IAD's. An exchange
of irformation can then be facilitated by the technicel staff of NACIAD

1/ "Menagement Informaticn Systems, Bicol River Basin Development Program,"
BREDF - Development Alternatives, Inc., Sentember 1978.
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among IAD's. These data will prove to be invalusble in the policy formula-
tion effort of the council.

In line with this, we recommend that at least once a year NACIAD should
orgenize a workshop which will enable the operationsl IAD's in the country
to share experiences and problems with respect to the following:

1. Integrative mechanisms such as the BRBCC, the ADT's, etc.

2. Identification and utilization of Filipino and external experts

3. Monitoring and evaluation methodologies, and

4, Popular participation throngh irrigation associations, compact farms,
Sanahang Nayon, etc.

B. BREDP Horizontal MIS

The monitoring of IAD project progress on beneficiary participation levels
by various groups coordinated by the BRBDP (ADT's/CMG/PAC/PDC/BRBCC) also
accomplishes effective information sharing among responsible offices. If
monitoring results suggest very low participation of beneficiaries, the
appropriate offices will be informed by their owm sources (ADT's) and
verified by independent findings of the PAC or a ERBDFO special survey.
Adjustments in program implementation should be more readily justified and
enacted.

However, information sharing does not insure an appropriate response. The
Program Management Department (PMD) of the BRBDFO must play a critical
role, parficularly when the individuel ™D's and CMG's need assistance in
adjusting the implementation plans. For example, in the operational phase
of the rotational irrigation systems, they must be elert to the effective-
ness of lirrigation associations as educetional tools and stand ready to
assist the lead and collaborasting egencies in helping fermers learn to ex-
ploit the rotational irrigation system to the fullest. Similarly, the

PMD of BRBDPO should monitor participent benefits of the integrated health
program end move boldly to essist the lead agencies and its CMG to maxl-
mize benefits throughout the program area.

To facilitate effectiveness of the BRBDP horizontally integrated MIS, we
suggest that project-by-project evaluation coordinatérs, verhaps the PMD
rroject coordinators, be identified to help the PMO and the CMG use BMS
results in identifying demand for priority information packages, employ
the farm records data to improve farm management practices, tailor field
trial results on cultural practices to the needs of the individual IAD's
and monitor other research results for project area application.

C. DBRBDP Action and Project Promotion Model: Current vs. Recommended

Comparison of the accompanying figures (1 and 2) representing the current
and proposed BRBDP/MIS action and oroject promotion models provid~ insight
into crucial changes recommended. Currently, action is being handled rea-
sonably well at the P level. However, coordinetion problems continue to
exist. For example, non-lead line agency services in a CMG are still
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wnaccusiomed te coordinated action involving two or more lines of authority,
the AD's lead-line agency and their ovm line agency. While these problems
are being worked out, the BRBDP could learn much from the process which
would be of value to future Bicol and other national IAD projects.

Vertically, rroject implementation and promotion could benefit greatly from
an articulate but concise documentation of special action requests and
focused exception reporting. The BRBCC, the lead-line agencies, and when
needed, the NACIAD Management Cormmittee or the Cabinet Coordinator, could
provide a program director with the flexibility necessary to solve a variety
of problems.

The current model appears to be restricted to a mcre centrelized action
rath focusing on the OCC. The NACIAD has not foimally met and currently no
other formal mechenism for coordination among line agencies is available at
the national level. The team was informed that considerable coordination
is being carried out informally whenever the ministers meet for a variety
of reasons--including IAD projects. Some NACIAD business is conducted by
memos with all parties initialling. The various OCC's should not be ex-
pected to verform integrated area development activities when it has access
to line agencies one et a time. Establislment of a Management Committee
cormposed of deputy ministers at action levels appears to be a crucial link
to the success of the IAD concept.

The recommended BRBDP/LES current action end project promotion model (Fig-
ure 2) would function as follows (the functions represented by each arrow
are narrated by reference to correspvonding numbers in Figure 2):

1. IAD/RD Performs problem solving functions as per
current model (Figure 1) plus

1lc. coordinetes information and decision making
seminars with BRBDP for B0 staff and CMG,
coordinates with FC and P in formulation
of "special action reports".

2. PC/BRBDFO Performs problem solving function as per
current model (Figure 1) plus providing,
via consultants and other sources, informa-
tion for decision making and "speciel acticn
reporting" specifically relevant to project
level problems.

3. Monitoring Office Sumnarizes and compiles monthly "exception
reports” on each project and relays informa-
tion to PMD/BRBDP. Complete project status
reports are compiled quarterly or semi-
anmally.

4. PD/BRBDIC Monitors preparation of "special action re-
rorts", "exception reports" and other pe-
riodic renorts, provides needed informetion
relevant to program level problems plus re-
vorting to the Frogram Director, BRBDPO.
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5. PD/ERBDFPO Monitors projects, assists in problem solving
when needed, assesses adequacy of "special action
reports," first attempts to solve problem through
coordination with BRBCC (52) or regional level
line agencies (5b). If the problem cannot be
solved with regional resources in due course, the
PD takes the "special action repor+" to the oro-
Posed NACIAD Management Comrnittee for action (5¢).
Alternately, action may be sougat directly from
the individual ministries concerned (5d), or once
the problem is defined so as to reguire minis-
terial or presidential level intervention, it may
be taken to the cabinet coordinator (5e). The
Private Advisory Council (5f) and NACIAD Technicel
Staff (5g) are provided monthly "excevtion revorts"
and NACIAD receives copies of "special action re-
ports" for monitoring purposes.

6. NACTAD Menagement Committee, as proposed, may wake direct coordinated
) action with the PD/BRBD:O; or they ney refer the

problem to an ad hoc committee for determination
of appropriate action (€a), to a single line
agency (6b), o the Cebinet Coordinator (6¢), or
the National Counecil (6d). Informetion copies
of special action reports are shared with NACIAD
technical staff for monitoring and staff ser-
vices (6e). The NACIAD technical staff, through
monitoring of monthly "exception reports," and
"special action reports" may identify priorities
for action by the T as follows: (1) problems
commen to 21l IAD's, (2) problems interagency in
nature, and (3) problems single agency in nature,
but criticel to one cr m e programs.

T. CC Provires direct assistance in solving problems,

- if an. when nesded. The CC may seek interven-
tion at ministry levels (7a) or through the
nationz2l council (7b). Almost all problems’
should be solved at lower levels but the National
Council should be sufficiently organized to serve
as an effective sanction of the entire IAD imple-
mentation systex.

8-9. Lead-line Solves csingle agency problems
agency LIS
10. CMG Solves rulti-agency problem within the ERBDP

horizontal 1IS.
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The BRBDP/MIS: Current action and project promotion model (Figure 1) mey
bz described more or less as follows (the functions represented by each
errov in Figure 1 are narrated by reference to the corresponding numbers):

1. IAD/PWO
la.
1b.
lc.
2. FC/BREDFO
2a.
2v.

3. Monitoring Office

L. PMD/BRBDFO

5. APD/BREBDFO

5a.

5b.

S5c.

5d.

Basic problem-solving unit, coordinates monitors
of contractors and in-house activities;

reports to Project Directors (RD's or OSP) of
lead-line egency (IAD/PD);

coordinates with CMG through IAD/PD;

coordinates with Project Coordinetor (FC of
ERRBDP.

Monitors and courdinates with IAD/PMD;

reports to Deputy Director of Program Management
Department - P¥D/BRBDP;

relays project monitoring informetion to moni-
toring office of PMD/ERBDP.

Surmarizes end compiles monthly project status
reports and relays information to PMD/BRBDP.

onitors vroject status reports and project coor-
dination, coordinates with projects on identified
projects, and reports remaining problems to the
Acting Program Director (ADP/BRBDRO).

Monitors projects, assists in problem-solving,
when needed;

informs the BRECC through periodic meetings and
monthly project stetus reports, presents project
problems end seeks advice on problem solutions;
coordinates with reglonal level line agencies;
reports to the Office of the Cabinet Coordinator
in search of problem solving assistance from the
ministerisl level;

informs Private Advisory Council (PAC).

6. NACIAD Management Cormittee, as proposed, mey teke direct coordinated

action with the PD/BRBDFO; or they may refer the
problem to an ad hoc committee for determination
of appropriate action (6a), to a single line
agency (6b), to the Cabinet Coordinator (6c), or
the Netional Council (6d). Information copies
of special action reports are shared with NACIAD
technical staff for monitoring and staff ser-
vices (6e). The NACIAD technical staff, through
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7. Cabinet Coordinator

8-9. Lead line agency
10. CMG
1l. Ministry lead

line agency

monitoring of monthiy "exception reports," and
"snecial action reports" mey identify priorilies
for action by the MC as follows: (1) problems
common to all IAD's, (2) problems interagency in
nature, and (3) rroblems single agency in nature,
but critical to one or more programs.

Provides direct assistance in solving problems:
seeks pgssistance 2t ministerial level;

seekxs to place key problems on agenda of the
Hational Council for IAD., However, NACIAD has
never formally met. Informally, ministers and
deputy ministers interact on IAD matters.

MIS solves single agency problems.

Solves multi-azgency problems through coordina-
tion of sctivities, coordinates with BRBCZC if

agency concerned is not a member of CMG.

Ministry should refer rmlti-agency problems to
HACIAD.



Attachment A

THE INTEGRATED AREA DEVELOPMENT CONCEPT: ITS ORIGINS

In the Philippines the problem of poverty in the rural areas is inevitably
linked with agriculture. The majority of the rural poor are economically
dependent on agriculture, fishing and agro-related industries and services.
Income levels of rural poor are low and rates of unemployment and under-
employment are high. The low quality of life profile has resulted in the
heavy outmigration of the population to urban areas. Thus, an imme-

diate attempt to raise the living conditions of the rural poor majority
must focus on increasing the economic returns to labor in the broad agri-
cultural sector.

In the past, government efforts to alleviate the economic condition of the
rural populace through traditional projects in agriculture, industry and
infrastructure have been mainly fragmentary, directed at selected produc~
tion areas and producers. Due to technical and other constraints (e.g.,
inadequate delivery systems, obsclete technology, etc.), their effective-
ness has been impaired, resulting in wastage and misallocation of already
meager resources. Some investments in productive facilities like irriga-
tion did not yield the targeted benefits allegedly due to th: absence of
complementary services and farm organizations. Consequently, rural in-
comes did not improve as expected.

An integrated strategy for rural development is intended to overcome the
perceived deficiencies of the selective project-by-project approach. In
the latter, each activity is generally conceived, justified and programmed
on its own account and is, therefore, vulnerable to conflicts or gaps that
may arise when the disparate activities are collectively assessed. The
plecemeal approach may also be inefficient in its use of resources. On
the other hand, integrated area development aims to adopt '"... a more com-
prehensive. system approach to planning which is supposed to provide for
the integration of physical development with the economic, social, adminis-
trative and financial aspects of development into a common plan frame for
a given area. It is a multi-disciplinary and multi-dimensional exercise
which attempts to weigh the pros 7nd cons of all aspects of development,
both economic and non-economic."l’/ A number of possible advantages are
inherent to this approach: (1) due to its system of inter-dependencies
the package of interrelated investments and services reinforce each other
which in turn makes for (2) an easier identification of, and planning for,
critical gaps and conflicts that may arise, and (3) greater collc:tive

net benefits over those in the individual project approach.

Essential to the IAD strategy in the Philippines context is its problem
orientation. Crucial bottlenecks and problems of development felt by the
people together with the relevant factors behind them, their degree of
significance and their interaction are identified., Also identified are
the resource potentials--human and material--which are then directed
towards correcting the bottlenecks. With this realistic assessment of
problems and resources, kev projects which are most responsive to develop-
ment needs can be identified and made the focal point through which other
inter-sectoral linkages and environmental implications can be traced.
This leads eventually to 2 framework plan. 1In every case, the end bene-
fits should accrue to the people,

1/ See Regional Development Prcjects: Supplement to the Four-Year Develop-
ment Plan FY 1974-77, National Econcmic and Development Authority,

Manila 1973.
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On account of resource scarcity vis-a-vis the extensive needs of develop-
ment, priority areas selected for IAD efforts are identified on the basis
of the following selection criteria: (1) areas with high share-tenancy
rates, (2) relatively underdeveloped areas with development potentials

1n more than one sector of the economy measured by certain indicators,
(3) areas whose inhabitants have family incomes below a designated annual
amount, (4) areas with potential for swift development as measured by
certain indicators, and (5) areas requiring relatively small incremental
investment to generate high tenefits. '

The IAD approach stresses the integr. "ion of the various dimensions of
programs and projects in the area. Without an effective feedback mechanism,
1t would be difficult to provide for popular participation and to adjust
plans to changing circumstances., Therefore, IAD programs and projects

are by necessity structured to reflect a plan-implement-evaluate-modify
cycle with the feedback component playing a major role in responsive deci-
sion-making., This feature of the IAD approach underscroes the necessity

of the decentralization of authority over the effort. The desirability

of immediacy in decision-making cannot be overemphasized.

The various specialized interests represented in the IAD plan frame, (e.g.,
irrigation, crop production, etc.) are expected to view the development
process with the common perspective demanded of the IAD approach and
tailor-fit their organizational thrust into the common endeavor. No one
interest should predominate as this could result into a distorted program.
This is, however, easier said than done. The specialized groups often
view theilr involvement in the IAD effort as the execution cf their indi-
vidual mandates, This can easily give rise to rivalry among them for
supremacy of position.,

It has been proposed, as an alternative to the precarious balance of things
found in interagency collaboration, to have the IAD effort under a single
new agency. This proposition has its shares of pros and cons. On the

one hand, such a move would focus on the integrative approach, without

any ensuing competition. The new agency would be free from the restric-
tive confines of bureaucratic procedures found in an existing agency as
well as from its narrow sectoral perspectives, On the other hand, the

new agency would have to begin from scratch in developing its own expertise
likely to be duplicative of existing agencies and would tend to develop

as an authority, thereby verring away from coordinative efforts.,

Other issues confront the IAD approach to development. The present state-
of-the-art has more questions than answers., However, past experiences
point to the wisdom of integration as well as local institutionalization
(through local participation and decentralization of authority to a local
office) of the development process. In the absence of the latter, the
development process does not become self-sustaining and outside inter-
vention i{s continuously required.
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Attachment B

CREATION OF THE BRBDP

The Bicol River Basin Development Program (8RBDP) is a bold, high invest-
ment experiment in rural development initiated and carried out by the
national government. what makes it an experimeat is the fact that while
the integrated area development (IAD) concept and approach to rural
development has only been recently recognized, it has been put to the
field for implementation in such scope and magnitude on Philippine soil.
Previous development programs in the country centered on major urban
centers with the end view of enhancing export-oriented industrialization,
This practice lent itself to the phenomena of aggravating urban-rural
disparities on one hand and worsening socio-economic inequalities on’

the other. The present development thrust being, on the contrary, rural-
oriented makes it progressive though not necessarily the ultimate in
development efforts. Considering these, the Bicol Program may be consi-
dered a breakthrough in development as it has been deliberately designed
to reverse the 'downward transitional' trend observed by the United
_Nations study -(1967) in the region.

Executive Order No. 412 dated May 17, 1973 created the BRBDP on the basis
of the findings and recommendations of the BRBDP Framework Plan (''Blue
Book'"). The original program area was limited to the 312,000-hectare
Bicol River Basin which was recognized as an underdeveloped area but one
which possessed high levels of potential productivity. It was subse-
quently revigsed by Presidential Decree 926 (April 26, 1976) to include
almost all of the provinces of Camarines Sur and Albay.

In October 1977 the President visited the Bicol Region and was very im-
pressed by the work of the BR3DP., This resulted in the signing of
Presidential Decree 1553 on June 11, 1978 expanding the Bicol Program
area to include all of Camarines Sur, Albay, and Sorsogon provinces.

As enunciated in E0 412 and PD 926 and reiterated in a number of GOP/
BRBDP and joint GOP-USAID agreements, the goal of the Bicol Program is
primarily to improve the socio-economic conditions and quality of life of
the poor majority in the program area. Over time, this will be measured
in terms of increased real incomes, distributed more equitably, as well
as increased oportunities for people to participate in the development
process. Increase in equity is to be achieved in part through land re-
form, improved productivity of the small-scale farmer, enlarged opportu-
nities for farm and off-farm employment and better accessibility to
gocial services especially in the rural areas.

The Bicol Program operates under the umbrella organization of the National
Council on Integrated Area Development (NACIAD) which in turn functions
within the framework and administrative supervision of the National
Economic and Development Authority (NEDA). The Minister of Public Works
acts as the Cabinet Coordinator for the BRBDP,



Attachment C

NATIONAL LINKAGES

Background

In 1973, integration of sectoral programs was recognized by the govermment
as an imperative measure in fostering more effective and efficient rural
development. In July of the same year, a Cabinet Coordinating Committee
on Integrated Rural Development (CCC-IRD) was created by virtue of LOI 99
to serve as the ''highest policy-making and governing body" for all inte-
grated rural development projects. The committee and its predecessors
have identified and organized four integrated area projects namely, Bicol,
Mindoro, Cagayan, and Samar, based on criteria adopted by the Committee.

The impression at that time was that the Committee despite its accomplish-
ments lacked the cohesiveness of a truly integrated effort primarily be-
cause its members were all on the cabinet level. It was only the existence
of a program office for the different areas which delineated the difference
between "integration' and 'cooperation''. Although the Minister of Agricul-
ture was then designated as the Chairman of the Committee (primarily because
the integrative factor for rural development is agriculture) being of the
same level as the other members of the council, the office did not have
enough leverage for necessary integration to take place vis-a-vis the sec-
toral orientation of the line ministries,

In recognition of this weakness and in response to the growing enthusiasm
generated by the integrated area development (IAD) approach, the President
issued PD 1348 in May of 1978 creating the National Council on Integrated
Area Development (NACIAD) which was mandated to institutionalize the IAD
approach as a legitimate, viable and integrated approach towards rural

development.

The creation of the Council did not in any way disturb the fundamental
structural relationship of the program offices and the Cabinet Coordinators
which was followed under the defunct CCC-IRD. Program Directors through
their Cabinet Coordinators are still responsible for integration at the
sub-regional level. This is evident in & structural -diagram that shows

no direct line linkages between the Council and the various program offices.
All linkages with the program cffices and the Council pass through Cabinet
Coordinators. The Council will have direct linkages with IAD projects
before a Cabinet Coordinator is appointed through interim Project Offices;

i{.e., Palawan.

\
This does not mean, however, that the Council is totally divorced from
the fundamental operations of a decentralized program office. It might
be stated that some of the apprehensions aired about the Council not
having much of an impact at a program level may be attributed to the

following:

1) The Council does not have any direct line linkages with a program
office, ‘

2) There are some misconceptions at lower levels on the true functions
of the Councils



3) The Council is a relatively new body vis-a-vis the established
IAD's.

4) The Council has not yet been formally coanvened.

The Role of the Cabinet Coordinator

BRBDP is now in its seventh year of operation. It has undergone quite

a metamorphosis as an organization from its beginnings with Executive
Order 412 to its present structure. In the meantime, other integrated
projects and programs have been started in other regions (e.g., Mindoro,
Cagayan, Samar) and more major IAD's are in the process of being created
(e.g., Palawan, Bohol, Marinduque). With the proliferation of IAD's in
the country, there is a need to look more closely into the experiences
of the BRBDP and to learn from its experience. One immediate need is to
further encourage the role of the National Council for Integrated Area
Development (NACIAD) in coordinating, monitoring and evaluating the dif-
. ferent IAD's from the national perspective.

At present, a cabinet coordinator is assigned by the President to admin-
ister an IAD area., Historically, critice! criteria in the selection

of a Cabinet Coordinator are (1) that he hails from the &cea or else can
trace roots to the area that qualifies him as a special local representa-
tive, and (2) that he holds a cabinet portfolio which enables him to sup-"
port constituents in the area. In the case of the BRDBP, the assignment
of the Cabinet Coordinator is clearly defined.

NACIAD and Program Level Operations

A. Framework Plan for Integrated Area Development

As stipulated in PD 1348, the Council is mandated to "formulate an
integrated Framework Plan to guide the development of depressed
areas.” At the moment, the framework plan is still under develop-
ment. We can only surmise that it shall be developed based on the
following assumptions amd expectations.

l. It shall be formulated within the framework of the NEDA plan.

2. It shall spell out the broad guidelines in planning for IAD's
including:

a. Identification of other priority IAD's.

b. Guidelines for prioritization of projects within specific
IAD's.

¢. Guidelines for planning in IAD's which will ensure that the
"bottom-up approach in planning'" shall be institutionalized.

3. It shall define the IAD approach vis-a-vis other rural develop-
ment approaches (i.e., area-isolate development, growth center
approach, NEDA Regional Development Program approach).



To ensure that the Integrated Framework Plan fosters the continued
development and improvement of the IAD approach, we recommend that
its formulation include an in-depth evaluation of the experience in
the two longest running IAD's, namely, Mindoro and Bicol. It is in
this continuing evaluation that the essence of the IAD approach must
be captured in actual implementation and analyzed to determine its
strengths and weaknesses.

Monitoring

"To formulate, adopt and implement guidelines and standards for an
efficient system of reporting and evaluation." :

In November of .1978, the Council, through its technical staff, con-

ducted a workshop on monitoring techniques in integrated area develop-

ment. This workshop was to be the first step in the process of
formulating a standardized system of monitoring for all IAD projects
.nder the NACIAD umbrella.

ae of the processes by which the workshop attempted to reach a
rrandardized system was by determining what common indicators are
.arrently being used in monitoring IAD projects. What came out was
- lengthy list of the usual sectoral indicators that line agencies
use in monitoring their projects, such as cost overruns, actual vs.
planned targets (financial and physical), ratios of serviceable to
non-serviceable equipment, etc.

Review of the list gave rise to two ba.. "ions:

1. Are these indicators of primary interest at the Council (policy)
level?

2. Are they sufficient for the Council's purposes?

In answer to the first question, it was felt these indicators may
have some value at the Council level in terms of assessing the over-
all health and efficiency of the coordinating mechanism operating

in a specific IAD, and if pieced together may give an indication of
the common state of affairs for all IAD's. But more important than
this are the common bottlenecks that prevent the coordinating bodies
from attaining the objectives of integrated area development. It
must be emphasized that the IAD approach is an experiment. It at-
tempts to answer how a sectorally oriented government structure can
operate by pooling its resources to create an optimum benefit effect
in a defined geographical area,

More important than the management (operational) indicators are the
"institutional" indicators that will show how effective "integration"
efforts are at the sub-regional level and how effective these insti-
tutional creations are in fostering development in the area.



c.

To strengthen the line between the Council and BRBDP in particular,
a couple of suggestions may merit consideration. The first would
involve the institution of "exception reportinz' which concerns it-
self with digression or deviations from expected performance. These
reports could supplement the current monthly reports béing provided
by the Program Office to the Council. Another innovation would be
in the nature of the '"Special Action Reports' by the Program Office
that are addressed specifically to the Council level. These reports
are discussed in more detail in Section VIII of the report. These
special reports would serve three purposes at the Council level:

1, Serve as a data base for monitoring the development of the IAD
approach in the Basin. '

2. Serve as a data base for policy formulation at the Council level
whereby policy measures are made to immediately respond to com-
mon issues affecting the IAD's,

3. Provide the Prog.am Office a higher level of leverage, in the
name of the Cout~il, in resolving problems that could not ordi-
narily be solved at the regional or cabinet coordinator level.
The technical staff of NACIAD could analyze these reports using
the IAD concept, goals and objectives and the Integrated Frame-
work Plan as basis in determing whether the institutional
linkages operate so as to contribute to the optimum benefit and
impact on target beneficiaries. From here the technical staff
can formulate recommendations on alternative institutional
arrangements that may enhance operations at the IAD level.

Evaluation

With an in-depth interest in the IAD approach, it is suggested that
NACIAD link up its evaluation and data bank system with the evalua-
tion and research studies being conducted at the Basin level. A
cursory look at the voluminous evaluation and research data that the
Basin has accumulated over the years reveals a rich storehouse of
ideas, issues, studies and statistical data relevant to the applica-
tion of the IAD approach in the Basin.

These evaluation and research data can be consolidated at the Program
Office and can be tapped by the Project Management Division of the
NACIAD Technical Staff in doing comparative studies with other IAD's.
An exchange of information can then be facilitated by the technical
staff of NACIAD among IAD's, These data will prove to be invaluable
in the policy formulation effort of the Council.

In line with this, we recommend that at least once a year NACIAD
organize a workshop which will enable the operational IAD's in the

country to share experiences and problems with respect to the
following:

l. Integrative mechanisms such as the BRBDP, the ADT's, etc.

2. Identification and utilization of external experts.
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D.

3. Monitoring and evaluation methodologies, and

4, Beneficiary participation through irrigation associations,
compact farms, Samahang Nayon, etc.

Budgeting

",..to approve requests of the implementing department and agencies
for budget releases for projects in accordance with the integrated
plan of action...”

", ..to institutionalize the implementing mechanism for integrated
area development through ...budgetary controls..."

No doubt, the responsiveness of the budget process to an IAD under-

taking is critical insofar as the requirement of efficient synchro-

nization and mobilization of multi-sectoral resources is concerned.

This is the main rationale by which th: Budget Ministry was included
as a member of the Council,

With the inception and implementation of the Kev Budgetary Inclusion
system by the Budget Ministry, IAD projects -are ‘nore or less assured
that whatever requirements they asked for shall be incorporated iu
the National Appropriations Bill, Also, it ass.res that resources
appropriated for IAD component ac:ivities may not be used elsewher=e.

The weak link in the budget chain, however, still lies in the budget
release process, Declays in budget releases and the tedious cash
disbursement ceiling has been a problem for project managers espe-
cially in implementing multi-sectoral IAD projects. This goes to
show that although the budget request process is to a certain extent
integrated, the budget release process is still sectoral (through
line agencies). Project implementation is therefore highly dependent
on the capability of line agencies at different levels to manage the
process. This usually does not augur well for synchronization.

It is not the intention of the evaluation team to suggest an entirely
different release process for integrated area development, nor is

it the intention to suggest an alternative c¢ 'h management system

for IAD projects. It is our concern that for the IAD approach to

be effectively implemented, a certain degree of flexibility is re-
quired in the budget process to deal with the priorities enumerated
by PD 1348. It is in achieving this flexibility that the Council,
with the membership of the Budget Ministry, can fully exercise its

role.

Structure of the Council

Having given the four areas of intervention where the Council has
relevance for the program level, it now seems proper to identify
how the Council can adapt itself organizationally to the demands

of the IAD approach. As mentioned earlier, beyond its linkages
with a cabinet coordinator, the Council does not have a direct, for-
mal contact with existing IAD's. '
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The only structure below the council level is a technical staf.
divided into two major divisions for project management and project
development., The Project Development Division concerns itself with
the formulation of the Integrated Framework Plan for both on-going
and future IAD's., The Project Management Division on the other
hand is mandated primarily to design and implement monitoring and
evaluation systems for all on-going IAD's.

Coming to the question of generating relevant policies which insti-
tutionalize the IAD approach, we can identify several approaches

that may be utilized., Undoubtedly the Council, given its high level
composition, cannot spend the time to formulate policies or deliberate
on operational issues, The existence of a technical staff capable of
performing policy studies may provide part of the solution. But there
are other ways by which policies may be generated--specialized work-
shops and conferences, contracted studies, intermittent evaluation
studies and the work of ad hoc or standing committees,

There are ideas on what studies, conferences or committees the NACIAD
should sponsor or operationalize, but one committee in particular
attracts the interest of the evaluation team - the Management Com=-
mittee,

Under the old structure of the CCG-IRD, the Management Committee
discussed issues and arrived at policy recommendations which en-
hanced the development of the general IAD approach. We cannot over-
emphasized the need for the reactivation of that type of committee at
this point in time.

It is suggested that a Management Cormittee be established under the
NACIAD composed of the deputy or assistant ministers or assistant
secretaries of the member agencies and the program directors of all
on-going major integrated projects or programs. It would likely be
chaired by the chief operating officer of the Council,

Such a composition would (1) allow for more flexibility in terms of
frequency of meetings, (2) provide the proper forum for discussing
operational issues that cannot be ordinarily resolved at the program
level, (3) provide the forum for formulating or reviewing the policy
measures addressed to these operational issues, before reaching the
council, and (4) provide assistance to the Council in coordination

work at the national level,

The Management Coumittee could also be used as the body that would
organize and give sanction to multi-sectoral, interagency ad hoc
teams that would look into specific problems of IAD implementation,

The Management Committee would discuss problems elevated by the
Program Office through the following channels: a program director,
a deputy minister or assistant minister representing the member line
agencies of the Council, the consolidated "Special Action Report"
and "Exception Reports' of a program office through the NACIAD tech-

nical staff.
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So as not to overburden the committee with problems to be acted
upon, a program office should take special care in screening those
items which could be solved at its own level. In addition, the
technical staff of NACYlAD, as the secretariat of the Management
Committee, could prepart the agenda by screening various items in
view of three criteria. Of highest priority would be problems
common to two or more 14D's, A second concern would be those
problems interagency in nature. Finally, problems peculiar to
one IAD but urgent in nature would be considered.



achment D

GENERAL LAND USE
CAMARINES SUR/ALBAY2/

Land Use 1/ Arez in hectares 2/ b
Coconut 262,846 34,0
Cogon Grass/Brush 111,494 14.4
Rice Land 116,599 15,1
Annual Crops 70,344 9.1
Logged over forest 67,039 8.7
Ipil-ipil 62,404 8.0
Unproductive 30,993 4,0
Virgin 24,534 3.2
Mangrove 6,360 .8
National Park 4,646 .6
Lake 3,215 o
Sugar 2,274 «3
Fishponds 1,171 o2
Diversified 595 .1
Orchard 235 .1
TOTAL 773,481 100%

1/ Land use classification based on dominant pattern of land use in
the area as seen on photographs.
Not field checked - subject to change over time.
Land use area less than 9 hectares not reflected in the maps.

2/ Computation by planimeter and squre grid.

3/ Source: Land use maps BRBDP- Program Area by Land Use Planning
Project through aerial photograrhy & aerial photo inter-
pretation of:

a. Bicol River Basin/Bu. of Soilg AF 1976-1977

b. BFD aerial photography - 1970 -

c. BFD Forest Resources Condition Survey - .1969-1970



Attachment E
BICOL PROGRAM IMPLEMENTATION PLAN AND ACCOMPLISHMENT

A Summary Bicol River Basin Development Program ''Implementation Plan'
document was prepared by the BRBDPO in April 1978 and submitted to USAID
through NEDA, to fulfill one of three conditions precedent to disburse~
ment of AID funds under the technical assistance, Bicol Integrated Rural
Development Project (Bicol ORD).l/ The other conditions were submission
of an "Evaluation Plan" which is discussed in another section of this
report and a statement indicating the names of authorized GOP represent=-
atives fur the IRD project. All conditions were fulfilled on schedule.

In the context of the purpose level statement in the joint Bicol IRD
Project Paper (492-0303) and the subsequent Grant Agreement (No. 78-19),
the BRBDP Implementation Plan indicated that ''initial program activities
resulted in the generation of capital funding for three on-going major
projects.'" These were the Libmanan-Cabusao IAD I, the Bicol Secondary
and Feeder Roads and the Bula-Minalabac IAD II projects, all assisted by
AID. Further, "the BRBDP Cabinet Coordinator and Program Office'" had
earlier identified nine (9) additional high priority projects with imme-
diate investment potential. These projects were scheduled for feasi-
bility analysis, documentation/packaging, funding, and implementation
start-up within five years2/ (p. 7 and figure 1). The GOP plan indicated
"the target is a minimum of five major projects financed and in imple-
mentation.'" Identified projects and status to date are:

1. Integrated Health, Nutrition and Population (AID 1979)

2. Upgrading of Agricultural Colleges (AILD 1979/80)2/

3. Rinconada IAD III - Buhi/Lalo (AID 1979)

4. Rinconada - Bato/Baao (ADB Phase I Loan 1979)

5. Naga-Calabanga (IAD IV) (ADB Phase I Loan 1979)

6. Baliwag-San Vicente (IAD V)

7. Quinali (IAD VI)

8. Scorsogon (Irosin Valley) (SIDA 1I)

9. Othere-

Beyond the three projects under implementation as of April 1978, the equi-

valent of five projects (1-5 above) will be funded and implementation
started within 1979 (physical work in 1980)., As a planning and investment

1/ Section 4.1. Bicol IRD Project Grant Agreement No. 492-0303,

2/ From date of the plan, this would be April 1983. The IRD Grant Agree-
ment specified five additional major projects funded and in implcwenta-
tion by 1981,

3/ Camarines Sur Agricultural College will be upgraded under a (non-BRBDP)
GOP and USAID grant technical assistance project. The initial identi-
fication analysis and justification, however, related to BRBDP efforts.
This is also related to the Bicol Agricultural Research Complex includ-
ing a training cen:ti-r on campus., This is also supported under an AID
loan., Early planni:g was cooperatively carried out with the Bicol
"Program.,
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level objective, the minimum target of five projects will have been achieved
ahead of schedule. (Table I summarizes 3R3DP assistance projects to date).
The special studies and analyses for these projects began as early as 1976,
Two additional projects, Baliwag-San Vicente (IAD V) and Quinale (IAD VI)
are the subjects of cn-going GOP feasibility studies, and a draft Bicol
Roads II project package has been prepared for prelimirary review. No hard
dates for scheduled funding (or donors) and implementation have been set,

In retrospect, the target fisures were derived, in part, after examining
the extensive number of 'studies'" undertaken prior to the Bicol IRD grant
and trying to relate these to the high overhead costs of the Bicol Program
Jffice and trickle of discrete investment projects coming out of the BRBDPO
pipeline. This concern resulted in the marked shift in emphasis (althou;h
JSAID inputs were similar) from the prior ~ID grant assistance project.l

The purpose of the earlier project was to create the "organizational struc-
ture and institutional capability" required to plan and implement inte-
jrated component project. The revised purpose of the Bicol IRD project
focused on IAD or other component projects actually funded and in actual
implementation. (Other objectives are discussed on page 1 of Attachment F.)
in assumption was that the institutional capability of the BRBDPO and coop-
:rating line agencies would continue to develop in the process of planning,
.mplementation and monitoring/evaluatioa of these projects. In fact,
several of the better trained and experienced BRBDPO personnel have moved

:0 other programs. As some of these personnel are now working in other IAD
srograms in the Philippines, their movement contributed to the Bicol prog-
ram's spread erfects.

1/ Bicol River Basin Development Project, 1974-1977, No. 492-260.
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II

I1I

On-going and Proposed Projects Assisted by External Donors

Bicol River Basin Development Program

AID ASSISTANCE

Grant Technical Assistance Projects

Consulting Services (Sub-Loans)

Bicol River Basin Development

Bicol Integrated Rural Development

Ag Research I (Bicol Agricultural

Research Complex =

Ag Outreach (upgrade C.S. Ag College)—

1/

- Bicol River Basin Comprehensive Water
Resources Dev, Prefeasibility Study
- Rinconada IAD III Feasibility Study

L,

Development Loan Projects

S

Libmanan IAD I

Bicol Secondary & Feeder Roads

Bula IAD II

Rinconada IAD ITIY/ Buhi-Lalo

Component

Bicol Integrated Health, Nutrition

& Population

ubtotal

2/

ADB PHASE I PROJECT ASSISTANCE (est.)=

0275
0281
0310
0289

0319

- Rinconada (Bato/Baao) Component (IAD III)
-~ Naga-Calabanga Component (IAD 1IVa)

OTHER PROPOSED PROJECTS (est.) 3/

Baliwag-San Vicente (IAD V)
Quinali IAD (VII)
Sorsogon-Irosin Valley IAD
Bicol Roads II

Subtotal

T

OTAL

$ Milliond/

(Gop feasxbility study underway)

(ll

(being packaged/reviewed)

Non-BRBDP, but functionally related.
Includes an estimated $6 million from European Economic Community.
Estimated ADB loan signing October 1979.
Costs and proportions by GOP and donor subject to changp with study results

and negotiations.
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Duratien Obligations
CYs FYs Donor GOP
74-78 74=-77 2.2 4.3
78-8% 78-81 2.3 8.6
75-80 75 0.7 1.5
79-82 79-81 0,4 1.5
77-76 - 0.6 0.4
77-78 - 0.5 0.5
76-80 75 3.5 5.0
77-81- 76 10.0 30.0
78-82 78 3.0 3.8
79-85 79 (3.5)
80 (1.5)

Total 5.0 3.5
79-84 79 2.5 2.5
30.7 6l.6

79-85 79 47 35

15 15

) 10 14

- 9 10

15 20

49 59
126.7 155.6

(est)

(est)



BEST AVAILABLE DOCUMENT s

BICOL INTEGRATED RURAL DEVELOPMINT PROJECT--IMPLEMENTATIONl/

h. Focus of Technical Assistance

As described in the Joint Grant Agreement, "This technical assistance
project provides essential contract services, participant training,

and commodities to support planning, implementation, and evaluation

of the expanded and accelerated Bicol Program. The Project is consist-
ent with and will help implement Presidential Decree 925 and help
achieve the objectives of approved Bicol Program operational year

plans beginning in 1978. »More specifically, the Project will provide

a uix of A.I.D. technical assistance resources</ focusing on:

(1) identification, design, feasibility -analvsis and documentation
of major Bicol developwment projects with the objective to
secure financing from both external donors and Government of
the Philippines source;

(2) activities to promote accelerated private sector investment in
agribusiness and rural-based industry in the Bicol Region;

(3) line department implementation, and BRBDPO monitoring of Bicol
component projects, particularly those assisted by A.I.D, loans
and grants;

(4) evaluation of the broader Bicol River Basin Development Program
over time, and periodic evaluation of specific Bicol component
projects, particularly those assisted by A.I.D. loans and grants;

(5) activities to further strengthen (a) the technical and manage-
ment capabilities of Bicol Program multi~agency staff, and
(b) the Bicol Program organizational structure to increasingly
involve beneficiaries in the development process;

(6) selected other sector initiatives in support of the overall Bicol
Program and Bicol regional development; e.g., social services
projects focusing on the rural poor, applied research on rural
savings mobilization, rural housing, sea farming, etc.;

(7) activities to help apply replicable Bicol Program methodology
to other economically depressed areas of the Philippines, through
the National Economic Development Authority (''NEDA") and the
National Council on Integrated Area Development ("NACIAD”)."Q/

1/ Accrued expenditures from the prior grant Bicol River Basin Develop-
ment Project (492-260) FY1974-77 continued into- 1979, Availability
of these committed resources (e.g., PIO/P for delayed training at
AIT/Bangkok) necessitated postponement of some Bicol IAD Project
procurement, :

2/ This may be supplemented by other projects or programs supported by
USAID/Philippines and AID/W; for example, Consulting Services sub-loans
for feasibility studies if appropriate, Provincial Development Assist-
ance Project (PDAP), Cooperative Marketing, Real Property Tax Adminis-
tration, and other projects.

3/ Joint Grant Project Agreement 492-0303, Annex 1 p. 3-4.
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c.

Inputs

The Project Agreement was signed March 10, 1978 (FY 78 input) and
amended December 22, 1978 (FY 79 input) providing a total of
$1,477,000, Of this, a total of $802,800 has been or is in the pro-
cess of being earmarked (sub-obligated) for procurement of goods

and services (see Table 1). A summary of inputs includes:

U.S. Contract Services $429,000
Filipino Contract Services/Grants 103,200
Participant Training 60,400
Commodities 210,200

$802,800

It is estimated that $1,050,000 will be earmarked by the end of
FY 1979 (9/30/79) and $1,300,000 by January 1980. Obligation of the

. FY 1980 increment of $520,000 is scheduled in the first quarter and

will bring the total to $1,997,000.

The 1977 joint evaluation recommended that if qualified Filipino con-
sultants were available they should be contracted. A definite shift
was made in that direction. Several highly-skilled Filipino pro-
fessionals have been contracted through BRBDPO administered contracts.
Combining U.S. and Filipino consultants on an equal professxonal
basis has been most productive. .

Outputs

The key outputs relate to Bicol component projects identified, feasi=-
bility analysis and design work completed. The projected magnitude

of packages completed was five or more between 1977 and 1980, 1In
fact, five have been completed and two are underway (the latter are
IAD feasibility studies with GOP resources only). A comprehensive
Bicol multipurpose survey was carried out, and a portion of the ana-
lysis is underway. Several proposed small studies relating to project
implementation have yet to be carried out.

Ten preliminary GOP funded agro-industrial feasibility studies have
been completed. However, emphasis is being shifted from less cost
effective investment studies to promotion activities. Another output
is completion of annual evaluations of three on-going Bicol projects
assisted by AID loans ($16.5 million) and the this biennial evaluation,
In addition, U.S. direct hire project staff have been responsible for
monitoring loan project implementation and providing advisory inputs,
Two Bicol Program technicians are in training and ten are scheduled to
depart (U.S. and 3rd country). In most cases, output targets are being

‘met.

Purpose Level Achievement

0f the Project Paper purpose level statements, the key purpose is "to
secure major financing from external donors and domestic sources and

physically begin implementation of eight or more socially and econo-

mically feasible integrated development projects in the Bicol from
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1677 to 1981," Although other benefits are expected to accure to

the Bicol Program through technical assistance (strengthened capability,
etc.) and indirectly to the rural poor who are the targeted benefi-
ciaries of the resulting development loan projects, the key indicator

is new investment projects in implementation, Because of the extensive
basic studies completed over the first four years of the Program, it

was clear the highest priority for joint GOP-U,S. resources had to be
given to activities directly leading to packaging and funding high
quality, feasible projects rather than studies on a shelf, Other "import-
ant" studies took second priority. Based on the listing of proposed
projects in the 1978 GOP Bicol Program Implementation plan (see Attach-
ment E), two component 'projects'" have now been funded by joint GOP-AID
loan agreements. An additional grant component project, the Agricultural
Education Outreach Project which provides for the upgrading of Camarines
Sur Agricultural College, was signed in August 1979, and the ADB is ex-~
pected to sign a $47 willion loan for a combined IAD project package

(IAD III & IV) in October 1979. 1In addition, the latter packaging phase
of Bula IAD II project supported by an AID loan benefited from the
provision of technical assistance from this Bicol IRD project. Measured
against the projected target, the purpose hat been achieved to date.

The second purpose statement reads: ''To increase private sector agri-
business and rural manufacturing investments in the Bicol." This has
not been met and likely will not be met in a measurable way through
1981, Attempts are being made to collect baseline data and do ana-
lysis on the number and types of enterprises in the Bicol.” Experience
suggests there is some indirect generation of new and expanded business
development as accelerated rural development occurs. Direct generation
i8 more likely with adequate government incentives, information and
promotion activities, rather than the feasibility study approach. The
Bicol Program is revising its focus and targets in this area.

E. Goal - Sub-goal

The stated goals'and sub-goals, restated from GOP objectives are still
valid. They are reflected in the stated objectives of component IAD
and integrated sectoral projects (see Attachment E).

Summary Conclusion

Overall, the joint Bicol Integrated Rural Development Project (Bicol IRD)
is successfully providing selected U,S. and Filipino technical consultants,
participant training in the U.S. and in third countries, and a moderate
level of essential commodities. The emphasis, however,
is shifting from project planning/packaging to technical assistance related
to support for (a) effective implementation and operations of five on-going
Bicol projects, assisted by AID loans, (b) agribusiness and rural industry
promotion, and (c) special emphasis on project monitoring and evaluation.
Efforts are also planned to further facilitate the spread effects of repli-
cable methodology from the Bicol Program to other IAD efforts ip the
Philippines. In this regard, assistance may be provided to and through
NEDA and NACIAD. In the course of implementing the grant project, the capa-
bility of the Bicol Program staff is expected to be further strengthened.
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The Project Paper (1976) is still valid, although the areas of focus have
shifted somewhat. The project Grant Agreement, with updated financial
plans, is accurate. It will be further updated by the FY 1980 amendment
adding incremental funding. Based on the clear requirement for grant
technical assistance, and effectiveness of implementation to date, it is
recommended that the 1980 funding be pravided as scheduled.

Further, it is recommended a follow-on biennial evaluation be carried out
in mid-1981 as scheduled.



-4

Tahle 1. ‘
Bicel Integrated Rural Development Yroject (452-7303)
Funds Earmarked (or in Process)/Budzeted as of July 31, 1979

TECHNICAL SERVICES

Lallar
Earmarked PIO/T1/
Techrical Services - U.S. PIO/T (Budceted)2/ Status
1. Organ. Dev. Consultants 80067 25,000 completed
{46,000)
2. MIS Consultant 801063 14,000 completed
3, Proj. Planning/Ag. Econ. 80103 47,000 - on-going
(84,000)
4. Water Resources Engr.3/ 80066 77,000 on-going
5. aAgribusiness/Rural Industry 80153 60,000 ‘ on-going
6.'.Agro-forestation Consultant 8n1s1 46,000 on-going
7. Host Country Contract Spec, 8N148 (20,000) de-obligated
8. Health Planner/Trainer3/ 80136 6,000 completed
(36,000) pending
9. Survey Analyst 8n197 24,000 on-going
1n, IAD I & II Evaluation Team 80222 36,000 on-going
(1979-80)
11. Bicol Biennial Evaluation
Team 80229 44,000 on~going
(1979 & 81)
12. Bicol Roads Evaluation Team &n255 10,000 Jul-Aug. 79
(1979-80)
'13. Groundwater Hydrologist (JPIL in
process) 30,000 1979-80
14, Engineering Design Con- (in
sultancy (Rinconada process) (40,000) Nov. 79-80
IAD III) HC - firm
15. Water Management Consultant (in process) (120,000) Jan. 80-82
$429,000

1/ Amounts budgeted in Financial Plan and earmarked (obligated), but not expended
under a contract may be de-earmarked or retained in the PIO/T for similar,
follow-on contract services.

2/ Budgeted in current grant agreement financial plan (JPIL 3) or updated in
PIO/T.

3/ Intermittent service in man-months.
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Dollar
Earmarked JPIL
Technical Services Program Support J2IL (5udgeted)l/ Status

A. Senior Filipino Consultants

l. Civil Engineer - Bicol Roads

Project 1 14,400 on-going
2. .Spatial Planner (AID/W DS/UD 2 5,000 on-going
follow up)
3. Contract/Financial Specialist 4 8,000 on=-going
4, Evaluation/Management Spec. 7 5,000 on-going
{9,600)

S. Business Intelligence System 8 © 9,600 recruitment
underway
. 6, Bicol Biennial Evaluation 9 7,200 on-going

(Rural Sociologist/Regional
Development Economist)

49,200
B. Program Grant Support
1. Agro-forestation/Watershed Dev, 5 15,000 ‘on-going
(Start-up Program 1979-80) (20,000)
2. Bicol Multipurpose Survey PIO/T 25,0002/ completed
(Field work/computer tapes 80143
IPC)
3. Bicol Multipurpose Survey 6 24,000 on-going
Analysis (UPLB/GIRD and
others
44,000
C. Total A and B 103,200

/ Budgeted in current grant agreement financial plan (JPIL 3) or updated in
subsequent JPIL,
/ Plus $100,000 from prior Bicol grant project.

Iy

Iro
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Dollar

II. PARTICIPANT TRAINING PIQ/F Earmarked PIO/C Status
1. Regional Planning 80094 (13,200) cancelled
(M.S., U.S.) deobligated
(Reynaldo de Sagun/BRBDPO)
2. Agribusiness/Rural Industry 80095 (13,200) cancelled
(M.S., U.S.) deobligated

(Antonio Santiago/BRBNPO)

3. Water Resources Development 80217 6,500 Apr 79-Apr 80
(12 mo. M.S. ~ AIT Bangkok) ’
(Perfecto Loria/NIA)

4, Water Resources Development 80230 4,500 Jun=Jul 79
(1.5 mo. = U. of Arizona)
. -~ (Ramon Palomares/NIA)

5. Water Regources/Transport Dev. 20,000 Aug 79-Apr 80
(8 mo. Diploma - AIT Bangkok)
(Cesar Paita -~ Transport)
(Francisco Autor - Water Res.)
(Henry Paua - Water Res.,)

6. River Basin - Regional Dev. 90021 29,400 Oct 79Y-Nov. 7¢
(7 BRBDP officials)
60,400
III. COMMODITIES PIO/C
1. Excess Lt. cargo truck, lX ton,
3 ea (NIA-Rinconada) 80215 3,000 underway
2. Crew cab pickups, 20 (for 80216 03,000 underwvay
participating line agencies)
3. Shop maintenance equipment 90007 3,300 underway
(BRBD®8O" Vehicles)
4, Replacement tires (not 90114 900 underway
available in Philippines)
210,200
IV. TOTAL EARMARKED (OR IN PROCESS) 802,800
Total Grant Agreemen* to Date (FY 78-79) 1,477,000
Estimated to be Earmarked by 9/30/79 1,106,000
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Attachment G
RESUMES

JOINT BICOL EVALUATION TEAM MEMBERS

U.S. Evaluation Team Members:

Dr. Thomas F. Weaver - Ph,D. in Agricultural Development, Coraell
University; M.,S., in Agricultural Micro-meteorology, Cornell
University; and B.S. in Agronomy, Pennsylvania State University,

Dr. Weaver is currently a Professor at the University of Rhode
Island. He was formerly with the Agricultural Development Council
of New York at the University of Malaya. He has conducted numerous
research projects in Asia, Central America and the rural areas of
the United States. He is the co-author of a book on rural develop-
ment and nas published scholarly monographs and articles on develop-
ment-relarcd tonics.

Dr. Gerald C. Wheelock - Ph.D. in Rural Sociology, Cornell University;
M.S. in Rural Sociology, B.S. in Animal Sciences at Iowa State
University; Professor of Rural Sociology at Alabama A&M University,
and Center Associate for the Southern Rural Development Center.
Research Associate at the University of the Philippines, Los Banos
and Cornell University. Provincial Agricultural Liaison of the
Agricultural Development Office in Vientiane, Laos. Instructor,
Sabah Agricultural Training Center. He has authored several pub-
ligshed articles on agricultural credit institutions in the
Philippines, comparative studies of agricultural institutional
development and U.S. rural development programs.

Dr. James A, Roumasset - Ph.D, in Economics, University of Wisconsin,
He is currently completing his assignment as the Philippine repre-
sentative of the Agricultural Development Council. He will be
returning shortly to the Economics Department, University of Hawaii,
where he is associate professor and concurrently visiting adjunct
research associate at the East-West Resource Systems Institute. He
has spent five years in the Philippines conducting research on
agricultural development. His publications include Rice and Risk
and several articles on public policy and agricultural development,
His specialties are farmer decision-making, agricultural contracts,
and the theory of agricultural development.




G.C.P. Evaluation Team Members:

Dr. Gelia T. Castillo - Pn.D. in Rural Sociology, Cornell University;
M.S. in Rural Sociology, Pennsylvania State University; and
A.B. in Psychology, University of the Philippines. Dr. Castillo
is currently Professor of Rural Sociolopy, Uaiversity of the
Philippines at Los Banos. She has authored two books and pub-
lished numerous articles on rural development here and abroad.

Mr. Joaquin P, Cortez - M.S., in Urban and Regional Planning,
University of the Philippines; and B.A. in Economics, Ateneo de
Manila University. Mr, Cortez is currently a Program Officer/
Project Coordinator associated with the Philippine Center for
Advanced Studies. He formerly worked with the National Economic
and Development Authority Region IV. He has been involved in
numerous projects like the Palawan Comprehensive Development
Planning Project, the National Coordinating Council for Town
Planning Housing and Zoning, the proposed Quezon Canal Project
and the Metro Manila Transport-Land Use and Development Planning
Project. He has served as consultant to the Asian Development
Bank and Spaceconsult Philippines.

Mr. Rolando G. Tungpalan - A.B. Economics, University of the
Philippines. Mr. Tungpalan is currently Staff Economist, Project
Economic Staff, National Economic and Development Authority (NEDA).
He serves as Project Coordinator for two inter-agency post-
evaluation studies: the Tarlac-Lingayen and the Dagupan-Urdaneta
Roads Project (IBRD) and the Angat River Irrigation Project (ADB),
and is a committee member on the Development Planning Code of
the Philippines.

Mr. Danilo S. Alcantara - A.B. in Mass Communication, Institute of
Mags Communications, University of the Philippines. Mr. Alcantara
is currently working as Senior Management Analyst of the Program
Management Division of the National Council on Tntegrated Area
Development. He formerly worked with the Development Academy of
the Philippines as project officer of the Integrated Area Develop~-
ment Program, Toreign Service Institute and the Philippine Youth
and Sports Development Program,




